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Foreword

This book has been long—-tragically long—
in the making The need for a structured yet
humane approach to student governance was
apparent as early as 1971, when the editonal
department ot the National Association ot
Elementary School Principals tirst approached
Edward Ladd with the request that he write
such a book The manuscript was undergoing
ninal revision when Dr Ladd was killed in an
acadent in 1973

Dr Ladd's notes wore turned over 1o John
Walden, who completed the task of revision
and brought the manusenpt up to date with
respedt 1o recent frends in school law

finally, we would Tike to say that without
the devoted gurdance and help ot Mara Ladd,
O lodd's widow, publication ot this book
would not have been possible

The Fditors
National Associotion of
Flementary School Principals
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Preface

This hook 15 meant to be practical 1 oats
not that, it <« not 2 Student disaphine

1 a pressing and sernious problem tor which

NUSYENN

schoo! peaple urgently need all the help they
can get

Teachers are of areatly concerned  about
discipline that to dicmiss the problem ghbly
or to morahize about trving harder just wan’t
do  Furthermore, the tact that a veny farge
part ot the general public s extremely dis-
turbed about disaphine i the schools places
school people under the heaviest prossuere 1o
develop hetter solutions to the probleny Theee
concerns have at least a partial basis in tact
There v o significant amount of genumely
disruptinve and dangerous behavior
elementany school
the
schools are less <ernous than those 1o be ex-
But there v 1t
amthing o greater veason tor deabimyg with

even oImn

Superticiatly, dangers o clementany

pected m secondany schools
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them 1n the most professtonal way possible
It 1s in elementary «chools that the young have
their earliest extended experiences with orga-
nized socety and formal rules and nighte 1t
i« there that they are most ikely to develop
lasting habits of mind and of behavior Tt
important that when youngsters go on to sec-
ondary «choof, they he more than hatfwav
prepared to tunction as the adult atizens they
witl soon atterward become

Prncpals and teachers in public elementary
vonnddie schools need answers 1o many dit-
terent questions about disaipline Some can
No book
can answer the question, - What <hould 1 do

he tound v a hook, some cannot

m this situation? ” In order 1o help principals
and teacherc answer that question themeelves
this book attempts to danfy what one should
keep in mind and to descnbe what courses of
action are open when one (r)n‘mnts A parlic-

tlar situatton 1t v an this <ense that the book
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v intended to be practical

Principals and teachers encounter disaphne
problems not because they are deticent 1n
skl orin virtue, but because thev have inher-
ted trom an outdated  tradition musleading
detinttions ot their respective roles The stress
in thic book, therefore, s on roles the princi-
pal and teacher mav eftectively play 1 have
tned to keep out more personal braces and
opimions, so as to make what 1« oftered  as
authoritative, saientific, and logical as possi-
ble  The maghts into disapimary tasks and
wavs ot dealing with them that vou find 1n
this book sprang largely from my mvaluable
contacts with children and with prasticang
teachers and prinapals, 1o whom | owe a
great debt

As the reader will discover, the hook takes
s cue from the tact that our public schools
are ultimately governmental institutions, estab-
lished 1o achieve certain public purposes, given
certain powers with which to act, and, like other
sorvernmental nstitutions Ina  tree socety
under Law, imited i certain ways as 1o what
they mav properly do What <chools must do.
may do, and mav not do about disapline s
a matter ot the governing ot chitdren So the
nost helptul overall trame ot reterence tor
looking at the problem ot disapline comes
trom the tields ot politcal science and law
it oo such a trame ol rererence  that this
book uses

The academic aspedts of the analyss are in

part well avthenticated by research and in part
based on extrapolations from research  Some
ot the analyss needs, no doubt, to be refined
or corrected  Many of the assertions should
be hedged with such statements as it ap-
pears,” or “the evidence suggests,” or it
seems reasonable to condlude.” but to keep
the hook trom being cumbersome, such
phrases have been omitted  For information
supporting any given statement, the reader 1s
invited 1o examine the growing scholarly it
crature n the field and vanous of my own
wntings on disaphine and students’ rights,

Because the book s based on considera-
tions that go beyond the day-to-day operation
ot a school to the broader question of the
schools” fundamental purpose and place in
our society, it might be thought of as being,
in ts own area, both a cookbook and a sum-
mary of the fundamentals ot nutrition.

I hope, indeed, thai the book will be useful
in the tollowing ways

“ 7 A helptul reading tor pnnaipals themselbves
A« something to pass on to teachers who
are concerned about diseiphne or responsibie
for ut
As a source of materrals that may even be
given to students who share in the governance
ot therr schools
© As a basis tor analysis and discusaon at fac-
ulty meetings, inservice meetings, workshops, *
and college courses

Edward T tadd




Legal Bases
for Studerit
Governance

Public scheol prinapals and teachers have
legal responsibility for regulating the hehavior
of the students in their charge, and they have
the legal authonty to accomplish it Both this
responsibifity and this authority exist by virtue
of the constitutions and laws ot the respective
dates and ot the tederal government  The
question ot how school otticials should regu-
late «tudent conduct 18, theretore, partly a
legal question

The Amencan fegal system s a complex
arrangement ot agreements defining various
rights of vanous people  The public school,
which i« part Gi the apparatus ot government,
has it own internal quasi-legal system The
school's provisions tor the governing ot stu-
dents can then be <een as provicions tor sate-
guarding and implementing the nights ot van-
ous people that may be attected by <tudenty
Aehavior or by what s done to regulate it

In the behavior ot students in g public ele-
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mentary school, many nights ot many people
may be at <take  The whole citizenry has the
right to have everyone in a school act 1n
accord with the law  The people ot the state
under which the school has heen established
have the right to have school oficals keep the
prescribed educational program accessible to
all the children of the community, and, what
amounts to the same thing, the children have
the night ot access to an education  [veryone
in the «chool and everyone attected by its
program, including people who amplv walk
past the building, have the nght not to be
mured or endangered by students under the
school « yurisdiction  Everyone in the school
has certamn constitutional nghts, which othe)
people, particularly those n legal authonty,
are required to respect Finally, those who
“omn” the school buillding and 1ts program,
the general public, have a nght to have them
not put out of commission or damaged

q>
)
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It wauld seeny 1o he part ot the joh of
public ~chool admmistrators and teachers, the
teaal managers ot the schools, 1o see to it that
in therr schools all of these kinds o nights e
upheld as best they o0 he But o thie Tess-
thant pertect world  the iterests with which
these nights are concerned <ometimes contlict,
and where one nieht end< and another begims
i~ ottenn undlexr  Theretore, s chool people
mu-~t datormine mmocach st ition the extent
and the hmats ot each neht When there
appears to be conflict ot interests 1 as ity
mateh tor the school ofticals to <ee 1ot that
ihe praper balance s struck The authonty ot
admimistrators and teachers to discharge theaw
oblications 1« ot three kinds 1 oauthonty to
ot pohiaes and make rules  a sort of legisla-
tve authority . 2y suthority 1o tormulate and
mplement regulations to issue orders, and gen-
cratly 1o brng abouat comphiance with these
nodices regulations and orderean evecutine
authoitty  and 3 authority to deal with viola
tons that ave occurred and with other overt
contiicts a soit of qudhcal authonn That
«Choad persamel have authornty ot these var-
ous kineds doest mean ot course that they
have 1o exercse it themeelves, to 1 conader-
able degree they are tree o delesate 1t to one
another and to students It docs mean thoueh,
that they are ultmately recponsible tor the
halanerd: ot mterests and upholding ot rights
and hat when they defeeate then authonty,
they remam accountable toir the protesaonal
character or that defesation

What kinds of mterests do vanoas groaps ot
neople have oo the disapline program or a
public cdementany ool and what ke ot
balance <hoold be ostabhished betweon them?
What cehis, o ather words da ditterent peo
ple har e such a progoan and what are then

9

tespecte e s/

Basically, the answers 1o these quastions are
1o be tound in the law  AMamy ot the rights
that concermn the governance ot students are
stated or imphed in state fawe and tocal regu-
lattons  They tend to difter to some degree
trom one school district to another Other
nghts are denved trom tederal law, even they,
however, differ from place to place in these
davs when federal courts are in the process
of defining and redefining the imits of vanous
nghts, particularly students” nghts, 1in school
settings  Sometimes courts have not agreed
with each other on the same issue What 1s
said here 1sn't, theretore, a substitute for good
logal counsel appropriate for the particufar
junsdictton Nor can it change the fact that,
when the chips are down, anvone’s legal rights
are simply what a particular court says they
are- that's how the pragmatic legal wvitem
ot the United States works  Nevertheless, a
number of fairly reliable generalizations can
he made

Since the very purpose ot a public school s
to educate, within it the public's nght to have
cducation made accessible to students and
hept accessible to them, and the individual
Gudent « right of access to an education must
he detined verns broadly Thic s the position
taben in the Report of the 1970 White House
Conetence on Chddren

Tthe child < basic right an school s access to
a satstacton education  Whatever o child's
color sexv race dlase mantal statas physical
condition a1 behavior he oand should he
entitled 1o publicly supported  educational
cenices !

tpholdime thie night within a school « pro-
gram tor regulating, student conduct means at
least three things

Fust ot means that when some students are
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disposed to behave in ways that would inter-
tere with other students’” access to education
or wath their efforts to learn, something must
be done to see that they don’t behave that
way Most of the governance activities in ele-
mentary schools today are aimed at protecting
this right to an education by getting kids< not
to be noisy, disorderly, or disruptive

Second, it means that disciplinary policies
and practices themselves should allow educa-
tion to go forward and not impede or injure 1t
That 1+, policies and practices should be fol-
lowed whose effects on students’ opportuni-
ties to learn and grow are at least neutral This
s a demanding requirement  The education
to which a public school student s entitled
includes not only instruction in the three Ry,
but also education {6t adult citizenship in a
complex society  From the time the student
enrolls in school to the time he reaches the
age ot eighteen, he must have a chance to
develop a <pecial collection ot notions and
teehngs, Jatls and habits concerning treedom,
law and order, and how to be a citizen in a
democrabcally seli-goverming <ociety

fjust after birth only a tiny amount of the
power over a child’s Tite 1« in his esvn hands
the vast majority ot 1t s an the hdnds ot the
adults who have charge ot him \When he
reachies adulthood i a democratic society a
large amount ot the power over his bt il
be 1in hic own hands, and the redt ot 1t also
a large amount widl be 1 the hands ot o
government in which he s ultimatehy an equal
partner

It s otten <ard that part ot education tor
ctizenship s teaching chiddren 1o learn to
accept himits I one sense such teaching s
unnecessary whenever imits are real, a child
cannot help learning 1o accept them as tor
mstance  he cannot help learnimg to accept

O
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the limits samposed by the law ot gravity  What
the aphoriem s intended to convey, presum-
ably. 15 that children must learn reasons for
setting limits to their own hehavior themiseh es
and develop skill in doing this This 15 true
enough  These are things that children do not
learn by watching aduits who have power over
their Ines set himits tor them, manipulate
them, or control the consequences of what
they do  To learn these things” children must
act for themselves in practical settings. they
must expenience the real, natural  conse-
quences of varous torms of self-indylgence
and <elt-directiont, apart from artificial inter-
vention from the outside, and they must weigh
the advantages and disadvartages ot vanous
kinds ot courses ot action  They learn how
to be aitizens i a democracy only by acting
in part as tree individuals and an part as aiti-
sens working with other atizens through
democratic governance structures

The prerequisites ot education tor aitizen
<hip mdlude giving the growing <tudent in-
creasing frecdom and an increasing share in
group deasion making tor the governance o
his ovwn e and the Iines ot the rest ot his
group  He will be able to use adult ireedom
intelhigently only 1t he has leamned  «elt-
discipline, that o has learned 1o <ot limits to
his behavior, or to put it vet another way to
voluntary 1orepo exercising part ot the tree-
dom allomed him But the only wav he can
loarn 1o do this 1o to expenment both with
eaercsing  certain treedoms ullv and with
ginving some ol them up voluntanly  and 1o
nnd that often the latier o the long run
more rewardimg  The nrst pretequisite tor
suth learmng  then s that he he allowed
those treedoms and sllowed to expernnce the
consequences ol sy them either wae Sim
datly, only throagh successtul tirsthand ey

3
'
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prrence nodemooratic sell government can
the tudent fearn how 1o particpate inteli-
senth n that process which abvo mmvolves
among oiher things wiving up some treedom

it the voal s to be reached the rate o1 n
crease has to be steady and stevp Generally
speaking the process should go torward e
vardlews ot whether the studert b rully mas-
tered hie earhies lessons, tar it has to be
compioted as tac as possible by the time he
reaches cighteen and becomes a atizen reads,
ot not Aoy disaplinany measured that present
children fron becoming treer voar by vear o
trom sharng more and more i group selts
enernance ntertere with e process amid
has bave adverse educational ade enects

It the tanuly preschool, elementar, «choon,
end wecondar, school il ther recpectine
citicabional tasks, the neht o cducation tor
ctizenship widl be ernsured Whenany ane ot
them talls <hori hovwever as s requentdy the
cose that geht somioged  Bothe tadure s
apparent? betore the chidd hav completed ele
rnentory schaol the elementao school has an
extrg remedi ;nb o do st Start satn
b where he s and together woth the hreh

cehoo! it must 2 humands po-able teke hom
to the detined poar readimess tor adoit il
sensbap This wilt reanre a0 coash prodram
The schons oo crmance prograns e dise
Py odnoes oned practoes she b oe such
a- tob oo bertere oaath the crh e did
‘)'()1""{[)‘
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Itoas chear that 1o desigoing school disaphs
Aany practices the interest ot the pubhic, the
adent himselt and s parents m hig recess -
g an education should be goen o high poor-
iy redatian to other interests s certamly
more mportant than potecting the school
uthdmg trom saedr and tear and perhaps even
more amportant than protecting students and
<t hool Ooticiais rom fisk ot MEnoT Ny

The student o neht to an educiion should
aat have 1op priontv howesrr Sometimes a
vk scnous and there oan soounent dan-
cet o real oy 1o a person or a valuable
prece of property been i learnmg has to ward
people have w night to be protected and to
have therr valuable possessions mddudimg the
«chool  protected from dang r For elemen-
tary sohool cdhuldren indecd  the nighi 1o pers
~onal protection would ceem o b particularly
mportant ance they may be Jess able to
detend and care dor themachoes than are tor
i stance wchool peronnel and inoany wase,

they are 10 ~chool

undcr compubaos rather
thin by cherce Assunang that senous dangers
tat be deddt with rather guusly 1o subor-
hinate ~tudents interndt noan educabon to
therr tered gn berne protected rom real
damicts dacan tvorate thepe peht teoan cduca-
foon tor oblarming an education en b a matter
at neea or never byt oo bre sceompished
fater
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this perticatar night has heon the bass o1 ven
w el challenges 1o school disamhinan
proviices  prinopals and teachers may have
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thetr parents must otten represent them—

In this sense, par-
cents can be thoueht ot a0 shang then chil-

dren s nghis vis-a-vis the schools O course,

either mrommalh or legaliy

patents also have certamn nghts ot then own
at stahe o schools related o ther nght to
bring up therr dhildren s they deeny best On
this hasis one tederal court has held that a
chitd < parente have the fegal niht o veto the
aihictmg ot phvsicallv violent punshment on
him

Winle the rrehts we have bisted are the mam
ones 1o be considered modesigming a school’s
others mev need ta he
Not only do a tew
ctates have exphiot laws aianting teachers the
disaiplinary

governance progiant
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Mmeastes os has been sugeested but i some
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teachors argamzatons that concern disaphine
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When
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concerned  and  will vencrally let bem do
whatever can rersonabhy be recarded as cut
ablemtor accomphshing what the «choot iosup-
posed to accomphsh  Ordinanly - other
words  courts wilh overrule school Gl

actians onhy 1 those otticials ceeny 5 e tiving,
10 do something they fack the authonty to doe
or when the measures they gse are quite un-
reasonable or violate constitutional nehts St
ance detimimg righte precsely o a0 matter o
evercang buman judoment what judaes and
wries wati say s oot entirels prediciable aind
a prncpalcoor a teacher s view o awhat 1ea
surtable wae ta halance nterests and upheid
rehts il cometimes he ovenuted Thico s a
rsh o of the protesston pohuaps Bt o can
dmost abaavs he avended i the school ottaoal
tres to be awre ot the vanoas mterests at
stake and tries 1o heep them o an balance The
more successtulhy be can do that the better
posiion he aadl bhe o to dise b e bie wover-

nastce ohhgations satsnactoniy
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Fundamentals of Governance:
Definitions, Norms,
and Influence Measures

Fundamental to any studen® governance vocabulary 1s so full of ambiguities that, urless
program are its legal bases, discussed in Chap- one defines what he means by the words used
ter 1, and tts hasic norms, influence measures, most often, misunderstanding 15 nevitable
and compliance devices that undergird the Even worse, perhaps, ambiguous terms invite
entire program  Every control technique has people to switch meanings in the middle of
its roots in one or several of the more tunda- their lines ot 1easoning, and they thus end up
mental elements of the governance program misleading themselves
that will he discussed in this chapter A basic The word “respect,” for example, which s
purpose of this chapter is to clanity the nature constantly used in conversations about school
of these elements norms, influence Ineasures, disaipline, has three distinct meanings 1) evi-

—and-comphance devices in addrtronattention- — -dences-ot restraint or consderateness in deal-
is given to the problem school personnel fre- ings with other people, as in, “Regardless of
quently have with communicating what they your teelings about one another, 1 insist that
mean whe  they talk about “children respect- you show respect for each other”. 2) one per-
ing adults, © “dlassroom control,” “permissive son’s opinion of another person’s power to
atmosphere” and other commonly used terms have his way, or the other person’s power rat-

ing or prestige, as in “Atter | sent that boy to
the ottice, the class scemed to have more
respect tor me,” or “Since punishing them, |

PROBLEMS WITH DEFINITIONS

Consider the very words generally used by have their respect’, and 3) high regard for

people who talk about disapline  The basic someone, as i, 1 really came to respect that
(4] a0
-a, .
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boy' Fvenn member ot a <chool v entitled
to respect in the first sense, and teachers, prin-
apals, and student leaders need, but must
earn or mmhent, a degree ot tespect the
second sense  No oone s automaticaltly en-
titled to respect i the third sense but 1t any-
one s 1o have 11, as even teacher should, he or
she must earn 1t hy disploaving quahities other
people vatue  The three meanings are <o dif-
terent that the constant use of the term “re-
spect” without defimition almost proves that
oyt thinking 15 contused  And a< long as we
continue to use the word this wav, we are
unlikelv to understand the subject

Consuder the word “responahle 1t 100,
has three meanimgs 11 mature o1 wise, as n,
Carol 1« very responsble”, v having prerog-
ateve or authority, as in, 'l et yvou be respon-
able tor deading that entirelv by yourself”,
and 31 accountable to comeone else, as in,
I'm holding you responable tor doing this
right  Such a statement av “children must
learn 1o be responsible” uses the word m the
first sense, the way to hring this tuation
about 15 1o permut children to be responsible
i the second sense To make them respon-
able in the thad sense mav not accomplish
that end, and mayv even intertere with it That
i, children cannot become responahble in the
first sense ot the term untd they have enjoved

Tresponsbilify in the second sense To expedt

children 1o leare responsability i the abstract
s tubde s rather hke expecting an athlete
1o become <kilhal g sport without ever
permitting him to play the game

The word “permisave” has two  disindt
meamings 1 othe rules and requirements are
very hheral ithough they mav be tirmly en-
torceds, as in “That school s very permissive,
students cali the teachere by their tirst names™”,
andl 2} the enforaing of rules 1s lax, as in “The

ZS

-

kids arent supposed to chew gum, but that
teacher v vo permissive that he lets them ”

“Strict,” when applied to a person, has two
stmilar meanings and a third one 1) his rules
are restrictive as i, Mro X s very stridt, he
doesn’t allow his dhildren to chew gum”™,
2) the person entorces 1o the hilt whatever
rules there are, as in, “Ar Y bas hardly any
rules, but he s strict about the ones he has”,
and 31 aloot, unfoendly, as o, "Mr Z 15 so
strict he never smifes

“Democratic has at least two meanngs
1 humane, kind, and considerate, as in, “He's
a veny democratic prinapal”, and  2) seli-
goverming, as in, “\We have machmery for mak-
ing certain deasions demodcratically by secret
ballot A principal who says he s com-
mitted to operating democratically, using the
word m the first sence, may mislead himself
mto thirking that he i« bemg demaocratic in
the second sense  He s not bkelv to mislead
teachers or students however vwho will prob-
ablv think himi hypocntical

The word “ treedom sutters trom the same
weakness It can mean 1) being able to do
anvthing one 1« disposed 1o do as in “He
heheves in complete treedom 1o s tourth-
graders” o1 1 being able to do what one s
disposed 1o do withm fimats, as i, Peedom
docsn’t mean hicense anapals and teachers
ate Thelv 16 use the terman the second <ense,
while studemts use it more otten an the first
sense Some peoaple who tatk and write about
cheaiptine do not even appear to see the
ditterence

The various meanings ot the word “d.sci-
pline’” iselt have been ponted out otten, and
tor most writers on the subject the word has
come to stand only tor the subject of regulat-
ing student conduct in general  Some prac-
||t‘|;)n¢~rs, however still use 1t to mean “pun-
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ish  Many people see 1t as o term tor the
overcoming ot all that s evil, but many others
e 1t as a dirty word  Because the word has
connotations  that <ame  educators dislike
many people substitute the term control”
“Control,
can mean T complete powes over something,

however, 15 also ambiguous It

as i A drver should alwavs have control
over his car’ . or 2v partral power over some-
thing to the extent pecessary tor a certan pur-
pose as i, “Ms N oallows her students a ot
ot treedom  but <he has the necessary con-
trol 7 Some prinapals and teachers, recogniz-
mg the need tor control over students in the
cond sense, believe this means they mudt
achieve control i the tirst cense To do <o s
to invite rebellion

Because ot the ambrguities o all these
terme, they usuallv cause more trouble than
they are worth to anvone closely examining
the problem ot the governing ot students and
trving to separate out its ditterent elements
In general theretore t‘w\ shall be avorded in
the analysis and  recommendations i this
book and others too, might be wise to do
the same

A numher of more heiptul concepts and
terms are suggested by the tact that regulating
schoolchildren < behavior 1s a matter ot exer
csing legal authonty o matter ot governance
Using these terms may improve our under-
standing of the subject

Above all, one must make the distinction
hetween thoee ditterent disaiphinarny concerns
norms  comphance devices and apparatuses
tor governance

NORMS

The st concern o that ot detinimg the
kinds ot bebavion that will be required en-

O
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couraged, allowed, discoaraged or toridden
The decimions made ina school about which
kinds ot student behayipr are to e placed in
each ot those (al(*gnr%’ can he thought ot as
decisions ghout norms, using the term some-
what difterently, ot course, trom the wav soai-
ologists usually use it Norms can applv to any
kind ot overt behavior indeed, school people
sometimes try to rnake them applv to atti-
tudes, as 1, "Something has to be done about
that gir! < attitude

Some  kinds ot hehavior are aimply  not
allowed at all  Other kinds may be viewed
asa nusance but, under certam circumstances
at least, are tolerated  Some kinds ot behavior
are simply not ot disaphinary concern Some
kinds are encouraged by school authorities
but not required, and <ome kinds are re-
quited  Thus, the porms in a given s hool can
he arranged on two scales the negative ones,
trom the most important through the less im-
portant endmg with the behaviors to which
the norms don t apply, and the athirmative
ones, trom the least important through those
ot more and more importance, hndmg with
the mandatony ones How rmportant a parlic-
ular norm ssn aggsen stuation has a beanng
on what should he done abor. the possibility
ot students” not complving with it And
whether it s an atbrmative norm or a negative
one may have a good deal To do with whether
a particular measare aimed at bringing abo.t
comphiance with it 1< hkeiy to he ettectne

Another wayv ot distinguishing - between
norms s hased on how they are miended to
senve thent purpose  Saome borms are amed
at senving governance puiposes directlv, n
other words 1t s presumed  that when stu-
dents comply with the norms, the nght at
dake s automatically o ensured  Norms that
call on students to retran from setting huild-

v
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ngs on tire, to refran trom attacking people
with weapons, to refrain trom  bothering
others at therr work, to be courteous enough
to facthitate good human relations, and not 10
buck the tundch Iine, tor example, call tor be-
havior that contributes directly to the uphold-
mg ot the nghts ot people in the <chool or
connected with it They detine requirements
and restricions that serve governance  pur-

pose, directly  Norms of this kind can be
H

called c-l(*mvnl?}m\s By detinition, an ele-
mental norm ednnot properly be dispensed
with unless it appears that the connection be-
tween the behavior and the nght at <ake
doesn’t exist atter all, or at least 10t very
important

Norms, on the other hand  that call on stu-
dents to retramn trom bringing  weapons 1o
school, or to be dlent during therr lunch, or
to «tay out ot the hallways while other students
are at their studies detine behaviors that don't
directly relate to anvone’s rights but do <o, pre-
sumably, mdirectiv. Because bringing weap-
ons to school doesn't per <e injure anvone,
tothiddiing 1t doesn’t per se provide protection,
but 1t does create a situation i which the
really myjunious behavior tthat s, the using or
divchargmg ot the weapon) 1o lese likely 10
occur - Norms that detine behaviors that are
presumed to senve governance purposes indi-
recth can be catted instramental norms One
ot the typical characteristice ot nstrumental
norms s that they are not mdispennable usu-
Alv cuch a norm can be dropped and 1te work
done by another, or by come entirely ditferent
device More will be sad about instrumental
norms below .

This brings us to a second disaplinary con-
cern choosing and usmg devices o prachices
i mtluenang students 1o comply with the

nOrs ~
’Q

COMPLIANCE DEVICES

Fhe number of speafic kinds of things one
tan do to influence students to comply with
norms {what can be called compliance devices)
s huge One dass ot experienced teachers,
working tor one class period with no advance
notice, drew up a hist of over one hundred,
some heing broad categories of measures, such
as “adopling a more interesting curriculum”’;
some very specific, such as “keeping the stu-
doent after school ten minutes”, some appli-
cable in many sntuations, and <ome only In
very specialized ones

Comphliance devices are of two general
kinds  One 1s instrumental norms, which we
have just mentioned  added rules or require-
ments that are mstituted to make 1t more likely
that students will comply with the norm one 1s
really concerned with  The other s various
torms of direct action, what one may call influ-
e Medasures

An anfluence measure 15 an overt step that
the would-be mfluencer of someone else’s
hehavior takes 1o achreve that purpose. Giving
an order, making a request, smiling, instituting
a new curncufum, redecorating the building,
and creating an effective student counal are
examplec I the measure works, 1t 1s because
it makes use ot at least one basic process or
procedure that has potential for influencing™
behavior The relationship between measures
and what we can call basuc influence proce-
dures 15 analogous to that between prescrip-
tions and the drugs used in them  the proce-
dures make the measures  effective . Many
procedures are tamtliar to everyone, including
making promises and threats, rewarding, pun-
ishing, providing relevant intormation,  and
giving psychotherapy  There are a good many
others, but in comparison with the indefinitely
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large numer of possible influence measures,
the number ot basic influcnce procedures 1s
relatively small

Just as a given prescription may contain a
angle drug or a number ot different ones, an
influence measure may use a single basic influ-
ence procedure or a number of them in com-
hinatton  For example, a remark or even a
series of tacal expressions may communicate
to a student information about posable objec-
tive consequences of a behavior, 1eassurance
that one hkes him or her {a torm ot promise),
and a stimulus to examine his own motives (a
bit ot psychotherapy?

Basic influence procedures tend- -again, like
drugs- to work in charactenstic ways and have
charactenistic kinds of effects Thus the proce-
dures used by a measure will tend to deter-
mme the kinds ot consequences the measure
will have, and in any given situation some
measures will work better than others When
several procedures are combined ina measure,
the measure 1s likely to have a complex of
effects In tact, sometimes for better and some-
tmes for worse, the effects caused by one
procedure may mask or block out the effects
o1 side eftects ot another

Influence measures may be used to influ-
ence behavior not onlv directly but indirectly

anoat least two ways Ty obviously, rather

“than making use ot a basic procedure oneselr,
one mav otten mobilize someone else, perhaps
even the student or students in question, to do
so, and 2) one may use a measure o mtluence
dudents to engage i, or retrain from, behav-
ors that stand in certain kinds ot relationships
to the behaviors with which one s really con-
cerned
dents to behave in one certain way, one may
mtluence them to engage i another behavior
that 15 a prerequisite to the st behavior or s

Thus, when one’s goal 18 to get stu-

) >
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conducive to it, or 1o refrain from a behavior
that 1< incompatible with it 1f 1it’s a matter of
getting a student to refrain from a certain be-
havior, one may influence him to retram from
a behavior that 18 a necessary prerequisite to
i, or 1s conducive to it or to engage mn a
behavior that 1s incompatible with 1t These
various kinds of related behaviors can be
called instrumental behaviors  To define <uch
a behavior as desirable or undesirable on a
regufar basis 1s, of course, to create an instru-
mental norm  Sometimes one spedific routine
hehavior has a tendency to lead to another,
which 1n turn tends to lead to another, and <o
on In such a situation instrumental nornns
may be linked together in chains

The nstrumental requirements and norme
«eem to fall into tour categories

All schools have as an elemental norm that
children not fight with knives To get children
to comply with 1it, however, they institute dit-
terent instrumental norms some don’t allow
children to remove knives from their pockets
while at school, others don’t at' »w them to
bring knives 1o school at’all, and others ban
knmives ot a certain type, still others have no
mstrum ntal norms for this purpose but allow
the elemental norm to stand by itselt - While
the student behavior with which such rules
deal doesn't in and ot atself affect governance
purposes one way or another, 1t s directly
geared to fostening, or preventing, behavior
that would, and that 1s therefore embodied in
an elemental norm  Such rules thus iflustrate
what we may call directly instrumental norme

The second category 1s allustrated by the
sequirement  that  children address o male
teacher as “Mr " as well as by most general
dress and hatrcut requirements where  they
Jilf exst Norms ot this kind are not éle-
mental or central to the school’s business, but
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they are intended to have a peychological ettect
on children, making them generally moOre trac-
table and more disposed to de what the school
wants thern to do - They can be called servility -
pPromotng norme

Some mstrumental requirements are laid on
students as part ot an nfluence procedure,
most often a punishment  The requirement
that under certam arcumstances students stay
atter school 1« a good example  When such
requirements are made into standing rules,
they become, i eftect, instrumental norms,
such norms we mav call norms madental to
mfluence measures

Finallv, getting students 1o do things to-
gether that are aimed directly at helping bring
about compliance with normes--including help-
ing i the setting ot insttumental noims and
participating in student selt-goverming vodies,
i other words, mvolving students in gover-
nance processes- can contribute 1o compli-
ance with elemental norms Norms calling for
such mvolvement in disciphinary or governance
matters on a routine or required hasts can be
cailed political norms

Instrumental norms ¢t these tour ki s have
one important charactenstic in common  al-
most alwavs the purpose of any given one ¢an
also be served, cometimes not quite so eftec-
tnvely sometimes more <o, by anv ot several
others ar by influence measures Thus, tew
<pectfic mstrumental norme are indispensable
\ areat deal of the concern about student con-
duct i the tvprcal srhool tocuses, by the way,
on mstrumeantal rather than elemental horms

With a sizeable number o1 basic procedures
to put to work, an enormous number of pos-
sthle measures through which to do this, and
the further posability of using m«trumental
norms, the number of possible ways of influ-
encing students” behavior 1s very great indeed.,

A
ey
fars &

For any given situation, however, the possibili-
ties may be hmited It would 1ake a large
volume to explore even the most obvious pos-
<hilities and the kinds of situations in which
thev mught or might not fit Here we can only
touch on some ot the factors to consider The
advantages and drawbacks that vanous influ-
ence measures and mnstrumental norms will
have moany given situation will depend on

{Reveral fands of characteristics they may have,

some of which depend on the situatiofy rtself
Here 15 a summary ot the most important
characteristics

Some devices can be used ettectively only
when certain conditions are given  they are
dependent on prerequisite conditions I a
teacher is to forestall students’ stealing by lock-
ing up her purse, she needs a lock for her desk
Rewarding students for desired behavior re-
quires that one know what they like, tangible
rewards require supplies that cost a Dittle
money, and a “tree-time”’ room requires that
the space he available  Also, tor rewards to bhe
used, the students must already have engaged

in the destred behavior or a reasonable fac-

samile of 1t If one 1s to punish a student, one
must know what he really dishikes, and he
must have engaged in an unwanted hehavior
tPunichment can hardly he used effectively
with childien to correct sins of  omission)
Measures that involve communicating to stu-
dents what will happen or what one will do
depend on the user’s having an mage as one
whose predictions, promises, or threats are to
be taken senously  One nught speak of the
respective prerequisites as credibility, good-
will rating, and fearsomeness A political in-
strumental norm can be used only insotar as
students have fearned certain group bebavior
<kills and have appropriate leadership  These
are just d tew examples
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Devices are compatible or mcompatible with ———which dearming ultimatelh depends Threars
f ¢

students dinoadual ngnts As was discussed in
Chapter 1, only those that are compatible may
properiv. be used  Thus  however ettective
¢ omight be m ontduencme children < vonrluct
a prncpal < prong into then private or am-
iy attairs, which s generally a violation ot
their night to privacy as not permisable
The hinds o1 devices most likelh to entail
vic attons ot students nights measures that
mvohve  punishment and  servilitv-promoting
instrumental norm< need  to be exammed
closely trom this pomt ot view  Alo, ot a
device 15 1o be compatible with the <tudents’
right o1 access to an education 1t must be
tree ot amy tendenay to harm therr educa-
tional development 1t used to be ceneraily
believed that restricting children < reedom
and treating them harshlv was good tor them
This view has tound no support in modern
psychological <tudy  on the contrany, there s
abundant evidence  that restrnictheness and
harshness usually retard developmentt Some
torms ot disaiphne, though, can be educa-
tional, and other< can he essentially neutral,
or, to use Fritz Redl s term, antiseptic < School
otticials have an obligation, dearly to choose
comphance devices that are educationally anti-
<ephic or helptul

Since intluence measures that develop nega-
thve attitudes toward  authorty o toward
“Chool officials and other adulte are counter-
educational they are wherever posable to he

avoided  Hothey are used, 1t should be as an

exception rather than as a general ruie Obwy
oushy, thic means threate and  punishiments
above all Used over a penod ot tme threats
and punishments also tend to have the counter-
educational eftects of lowernng <tudents selt-
concepts and selt-contidence and diccouraging
the inttiative, experimenting. and explonng on
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and punishments tend to have the turther
harmtul side ettect of turmng students atten-
non avway trom the question ot the real good-
ness or badness ot the behvior ieelt to the
aquestions whether the aodult approves or dis-
approves ot 1t whether he s ikely 1o detedt
i, and how he will respond  thu. delaving
the student « developmg ot independent judu-
ment  There s research indicating that threats
and pumichments produce anwety and other
dicturbances i students other thar those at
whom they are directed just as they do i therr
recippents . Onhy one torm ol punishment may
he usetul and nomnjunous pumshment that
works not through causing pamn, but through
communicating to students that the pumshing
authonty simply will not tolerate the bhehavion
i question

Promising and rewarding avond these nega-
tive ottitudhinal ettects indeed, the attitudes
they produce are tavorable -but they share the
tendeno, to it students independence As
Jerome Bruner has put of

Otten emphasis upon reward and punish-
ment  under the control ot an outade agent
such ava teacher diverts attention awa
treom success and tadure Inoettect thee man
take the learmmg imtiatne away trom the chald
ond give ot to the person dispensing the re-
wards and punishments One ot the great
problems i teaching i~ to e the reward-
e tunetion hack to the learner and the tak '}

Intluencing students by ainving theny mtor-
mation  especially imtormation pomting to the
whdaantnve advantages and  dicadvantages ot
varous hinds of hehavior tends to tcach them
something about the wav the sworld works,
which s educanonal as well as giving them g
favorable view ot authonty and ot the particu-
lar adult  And influencing students by stimu-
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Lating them to think obvioush terds 1o have
vood educational vde ettects

\vr\rht\,-p‘mm(mng norme tend  becaase of
their ettects on students seft concepts to be
particularhy dumazing both ro the students thes
attect drrectly and to othors on whom therr
impact s ndirect

Pehtical nomms anvolvine dadents an el
ghvernance  pracices  may be damawing o
they are imstituted too preapitatel, o without
adequate help rom more expenenced persons
bipt they are so central an cducational prase-
dure that ot 1o indude them i a 2over-
nance program waould he to mtinge o the
ctudent < ght 1o education

Moving on to anather ko of characte st
comphance devices may have they can be
citicaciou o varving decreos and o ditterent
Advs N measure o anoanstrumental nornm can
be ethegGons o three swavs sebabiv rapdb
and persistently that s so that the tosaits fast

the rebabidiny ot o device o the certamty
with which 1t sl produce the antended e
colte I gencrar thaswe procedures that pat
the ano- o decdime what 1o dooan the sto
Jont tend toobe bese rehiable o e othe,
band  those that feave stode ot no aptions
ather tha toodo shat roawanted e obviousn
completely robable panchment whoteser s
ather draabacks dons tend o by Bachy,
thonwh tir trom cotrely o bbb s hoidn o
s do ol proce dhure s ThaT aroe oo e d

Phe vedabe bty or o parbricodar e e s

Orten oo o on the strenaeth b e h oh
o Do bt o Prear 1o anstynce e woionty
cr the e bt the e o the
otersd o the mtenety o0 th
ettort hrogeht 1o bear

Vdeve e craprits g cr e dene el e
the mtenty with whob the devioe o hroseht

.
to boar dnthe case o mcosgne that sy ~omue

AN
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thing about the tature fihe predictions prom-
o and threats the dlosar the events seem to
be o time the more rapsd the etrect < hkely
to be  Continuous punchment tends 1o be
quick acting ot the duld underdands that
will end av woon as he complies Al proce-
dures that Binge on stodents wething com-
pley - onsderations or chanamg beliets they
have hield 1or 2 dong time howeer, tend to
ber slow acting Polbtical iestrumental norms
are abso Biveby 1o be somewhat slow acting
The perastence of a divice © ettedts has to
be judged morelation 1o the parhcular norm
I ~ome cases bonpon about comphance with

favaven

the norm tor an hour can be revardes
peisistent effect ot 1 cases one wants the
credts oo dast tar months o Lcars The more
importint the nonm the Jongee tbe peod over
which we are kel o w it comphanae 1o per
st 0 important matters elementan school
prncipals might uce as o Measue of persist-
cnce the degree towhich thea eaonis bave ded
therr tormet ~tudents as a arours o be mature
and el deaphned swhen they aee i hugh
chact o weneral the meoe relahile proce-
dutes are the dess persefont smps, bedause
renable mwcasures heep i the aethoencer s
Fovds the decaon as tooahethes the student
A ccemply and henoe Lesp ben trom deaonng
for make that decision o bamsc bt Steasures
st depend oo the consegoe ees students
hehavior have tor there crher pirasant or un-
ploasant e bkels to b pesetent o the
vtent tha! e COTSCE Dy the trise faes per

S the consequience s e eat o natural,
thoe e oesoane breh o be porsesteny! but
g ot CUeTCes e ot e B the o woutd be
cthoencor e reanands and pusehments are
ardnansy those mews oo must e hept ap
Rosvards mn 1 he contiouat enogeh tao be con-

vitaone punshments moust be abiost conting




ous as tong as the noncomphyine beheor s
—except when they wre o sovere as o be
traurmatic  Among the mo U posatent de qces
it they are vftectie at all, e those thal pro
vide  cudents wsth ntonmatbon or oo
kinds mnctuding itormation about opions and
thor natura! consequences od tho o that en
gage <tadents m making deceeons apoot fona-
term cove and Beneits and pavabaotherapy
Polticol indtrumental fwrose to 0 e el o
be persstent

IUis imteresting to pote e the recst relab’y
and rapidiy ettectine dedces tend fo be the
feast perastent anes and vice versa The s
gedds that «chool people wha wnta bogh el
of comphence with elemental norms e the
long run should expoct to evpenience o pood
deat o1 noncomplimee m e shoart run while
thesy are bonging the stovierworking romph
ance devices to bear ond w otiee 1o them 1o
take ettedt

frvaihv comphance devices shitter o how
centlv they tend to e to thea users s derms
of ettort o resen es s surposing how Bite
attentior has bheen goen an books on schont
practice and o contneent  teastorcomen
“hehavior moditicaton o the aunonnt o1
ettort teachers are requrred 1o oxpeond oo poe
ahle disaphiman proceduas N veonnd srade
teacher who had g rathor noe s o for evaare
ple deaded toocgu nment e day wth her
yan contimi 0t remtarceme nt scbuy oo IMAIEY
g o aowant d behao ceand faa by ey
and complimenting <hedren who bebaeod g
e wished She reported dmmedate fantas e
SUCCess i eproy g, arder she o rene e
ey s odhausted ot the ced or b e dey thee
she swas abandonmy b cobom Saoa e
Gipais make cuch reat s o ho e pyenst
ments araf convhi prromaoting e b gt by

prt themsehves anto 0t wdosar,
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rergtioedh e wath stadeots and g o
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AEEEE S R A1) Hu'.!p i arppaedh e et s b
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tend o it sommie ot et o oo

ckeap when they an oot o thor cost o
e person whoomakos thom e bu e Tow,
enge pt the st erational stenn abien this,
S eec e ey CommLt That perars to thy
threatened action whoh ooy ca g, ot ta
comtly  Procodures thar stomagbae shpdents o
think or chanee thea emntioagl digpesdion

dke quasitherape e tochmgue o e 1o st
At ot ettord Indtrpmental oo g g Loty
roettort ae ahatever atfoenes o eans e
needed to b aboat corapto coowath Hhen,
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Those that calt o stedente doany fhapgs the

Dadh swant not o do o or sesaitgg ram doney
tHunes they bhado doowant o do e awely oy
coprse o be quite casth

The other way o comphimoe des oo, he
conttoas that o e bave s teodee oy o sfe
hothae resources that the v wher eyt
basoat hee dicposal tor dischar o oy e
1A Te -;H»"‘\x:'\lizf\ W hin crrvee dee Lon G gt
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Applying Norms
and Compliance Devices
- fo Different Situations

L)

How can one choose, trom all the possible
norms and compliance devices, those that best
fit a particelar situation? One
hurniedly and intuitnvely, or one mav choose
However

mav  choose

conscioushy and with calculation
ont goes about dealing with the problem,
thouph, there s alwavs a place tor the process
ot thinking situations through, either h('mr\nr
atter the 1act, and deading rationally what yie
ot would have been, the maost suitable courses
ot acton  for the sake o siphGtn, what
tollows s written as 1t the deasion were still
to be made

Practical peonle becanse they are praciical,
tond to <oy CTell us what we <hould do 7 1o
naturai oo e disappomted awhen the answer
comes back 1t depends Bat it does depend
It one asked o phyvaician what one <hould do
about a headache, heo too mught well reph

it depende  Inthe case o 0 headache one

would have some ded what it would depend

'
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on the cause or causes ot the complamt and
the remedies avadable  In the case ot a discr-
phne problem, what the solution depends on
alsor can be specified  (There are more ways
than one in which disarpline problems are Iike
headaches)

It has already been suggested that there are
aspeds ot situations that may make a difter-
ence 1 regard to the regulaung of studentd’
The tollowing v a summan ot the
Because in

behavior
important consider
practical settings prnapais and teachers usu-
Al have 1o make wavs ot

brmging dhout students” Omphance with exist-

anpects 1o
decistons about

g norms betore they are v a position to do
very much about chaneimg those norms, we
hall start with the kinds ot arcamstances that
ate pathicularly relevant 1o the selecing of
comphance devices

The attributes of the norm in question. i,
perhips, comes the matter of hemg sure what

Ve
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norrn one 1s concerned with s it really that
the children should not play with the soccer
bail after the bell + ngs? Or 1¢ 1t perhaps that
they get to their next classes on time? The
latter norm mught call not for interfering with
the play stselr, but merely reminding the stu-
dents how little tin.e 15 left

Then one might have to take into account
the extent oi the rorm’s realism 1s 1t really
possible for children to be quiet for the speci-
fied length of time? I 1t 1sn’t, no matter how
important the norm, there’s no point in trying
to enforce it One can only take another tack
to protect the nghts at 1ssue If the norm s
an instrumental one, of course, one may well
be able to substitute another one for 1it, or use
a compliance measure instead

How important is the nerm? This is a critical
question, one that must he asked repeatedly
by school personne!l The more important the
norm s, the more of an effort, ohviously, one
ts ubligated to make, and the greater expense
ot other Kinds one ust be willing to shoulder
in order to hring about comphance with 1t

Is the norm such that getting children to
comply wath 1t 1s likely to produce side eftects
that might injure someone, educationally, psy-
chologically, or otherwice’ Then 1t may be that
one should not try to enforce 1t but should
replace 1t with another, if 1t 14 an instrumental
norm, or drop it entirely, if 1t 1s a less impor-
tant clemental norm  The same may apply of
the norm s such that to get children to com-
ply with it would he a very costly undertaking

There may, however, he unexpected conse-
quences from dropping a norm 1t may im-
prove or damage one’s good-will rating and,
thus, one’s tegitimate power It may commu-
nicate the message that one feels unable to
resist students’ pressure, in other words, that
students have the power to overturn norms

Such a message is a tricky thing On the one
hand, as has been suggested, students must
have the educational experience of success-
fully chailenging norms and getting them
changed On the other hand, if they get the
tdea that they can successfully challenge every
norm they don’t like, they might go on a ram-
page ot noncompliance How much eftort it
will take to communicate to students the exact
change 1n norms that 1s taking place and to
avord or correct misunderstandings, depends
partly on the situation These are considera-
tions to weigh in deciding whether to try to
get students to comply with a norm and, if so,
how hard to try, or whether to replace 1t or
drop it

Finally, does the norm call tor students to do
something or to refrain from doing something?
it may make a lot of difference in the probable
effectiveness of different approaches (Getting
students to do things s generally harder, of
course, than getting them not to do things)

The prospects of noncompliance. What one
will need to do in a given situation will depend
on how things stand and the direction in which
they are moving

Obwviously, there 1s a difference between a
situation where students are actually in non-
comphance at the moment and one i which
there is only a threat of noncompliance When
students are 1n noncomphan. e, one will usu-
ally want to consider how long the noncom-
pliance 1s likely to last in the absence of inter-
vention It 1t 1s coming to an end, there may
he no need to do anvthing about it Another
thing to consder 15 how likely 1t 1s that with
or without intervention, the noncompliance
will be repeated M 1t 1« uniikely ever to occur
again, or certain to recnr no matter what one
does, there may he no purpose n intervening
against it

~
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Sometimes it s bhely that studeats will com-
ply with the norm in question even it there s
no intervention at all - Good judgment 11 re-
gquired i such situations Sometimes school
people act too hastily and, as a resalt, make
minor problems nto large ones  There s a
time to act and a time to ignore

In assessing all aspects of a situation, 1t 15
useful to know a good deal about the particu-
lar student or students involved  One child or
group of children may be less or more likelv
to comply with the particular norm  One
group may be particularly rowdy on Mondays,
another on Fridays  With younger children
especially, the tme of day may make a lot of
difterence as to what 1< likelv to happen-—and
what 1s needed

Finally, 1t can make a big ditference how tar
the students’” behavior departs from what the
norm calls for, since that probably has a lot to
do with the degree of danger it implies

The particular kind of effectiveness called
for. How reliahly must one bring about stu-
dents” comphafice with the norm i question?
How quickly? How important 1~ at for the
comphance to be lasting? In selecting a com-
phance device, one will want to conader the
answers 1o those guestions

Since the effectiveness of alntost all the pos-
sthle measures depends at least partly on the
way the students concerned view situations
and think and teel about them, successful pre-
diction ot how well various possible measures
are hkely to work calls 1or understanding one's
students

Chidren irevitably view  satuations ditter-
ently trom the way teachers and principals do
In a given stuation, each child has his own
personal concerns, his own hopes and fears,
and his own logic  The hesdt wav to under
stand the child’s hehavior s to develop a pretty

O
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good 1dea of how the situation fooks to him
His emotional repertorre s the same as ours—
although this sometimes may be hard to be-
lieve—and his logical processes are the same
as ours, too The differences between his inter-
pretations and feelings about <ituations and
ours reflect the different assumptions brought
to them, different experiences within them,
«elective perception, and sometimes faulty
Ingic, all of which beset adults, too

It 1s good exercise, therefore, when one 1s
trying to decide what to do n a given stua-
ton, to try to answer such questions as these
Does the hehavior the school asks of the stu-
dent seem possible to him? How difficua or
easy does 1t seem? How appealing or unap-
pealing? What may make the unwanted hehav-
or appealing to him? What may be miss-
tng that would make the desired behavior
appealing?

One doesn’t need to be a psychologist to
answer questions like these, although psycho-
logical training probably helps  Most princi-
pals and teachers can learn a large part of what
they need to know by recalling their own
childhood and imagining how they themselves
would feel in a similar situation, by observing
childdren individually and in groups, and by
listening to them and their friends and ane-
mies  This 1s possible 1f principals and teach-
ers allow themselves to set aside any teeling
of obligation to moralize and instead permit
children to talk without showing approval or
disapproval  Doing this for the first time, one
may be surprised to find out what frightening,
unresponsive giants principals and  teachers
sometimes are in children’s imagmations

To the extent one understands how children
see things, one 1s better able to judge what
changes have to he made in the situation to
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make complying hehavior seem both possible
and attractive to the children

How do these particular children stereotype
teachers? I they believe that only nasty teach-
ers want 1o keep order or can, they will prob-
ably interpret a gentle teacher's actions differ-
ently from the way they are intended

What do children know that has a bearing
on their behavior? Do they know the rules
they are expected to obey? What do these
children particularly like and dishike as a group
and indnidually? In what might they be inter-
ested?  This information points to  possible
promises and rewards, instrumental normes,
mtormation children might he glad to have,
questions they can be stimulated to  think
about, and so on, as well as to political norms
or mstrumental norms of other kinds  that
might promote compliance

How tar do children trust adults? Only 1nso-
far as a prinapal or teacher has the children’s
trust can his pronuises and cautions tunction
reliably 1t one has not torteited one's credr-
hility a threat may he more rehable, o tact,
since the children may not want to take any
chances, it may work even it once has

The practical possibilities for using various
compliance devices. \\hat are the students’
capabilives? How able are they, tor imstance,
tor deter gratfication? How much skill do they
have i group selt-government?  How depen-
dent emotionally have they become on g
restiictne punitnve envitonment’ 1t theyv're
very much so they may need o sort ot with-
dravwal progragedictons they can respond tully
o measures alowing more treedom and re-
aquiring more thought - Otten a whole <choo!
neede such o praiam sometimes only the
new ctudents !

One must also consider one’s capabilities
tor influencing o situation Theee capabilities

N>
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depend on one’s power and once’s pyychologr-
cal characteristics

What resources 1s one in a position to draw
on n a particular situation? There 15 a gamut
of resources available in most eclementary
«chools, but there are usually omissions, such
as opportunities to reward children with free
time, rank, status, material objects, money, or
trips, or with prerogatives more important than
cleaning the board or going after the milk.
Each one of these, however, i1s available and s
used 1n some schools

Part of the power that teachers and princr-
pals almost invartably need is a disposition or
willingness to try to influence children’s behav-
tor, but they vary greatly in their disposition
to do so Some have a hard time holding them-
selves back, others find the notion of influenc-
mg a child somewhat repugnant, most fall
somewhere in between  The first group obwvi-
ously has no shortage of this aspect ot power
The second, however, v often  essentially
powerless --tor example, the decent, humane
beginners who don’t even hike to say to any-
one, "Please be quiet'” A teacher who suffers
rrom this kind ot powerlessness may be helped
by thinking through the tuli implications of his
protessional position He has not only momen-
tary obligations ol courtesy to the child he
contronts, but alvo obligations to him as he

willhl inuture years, to other ¢hildren in the

Yy and an the tuture, and to the school as
a.mhyte and the public to whom the school
hetongs 1t he Tooks at the question or influ-
encing children < bhehavior i this hight, he may

pre

find that he has more disposition to use influ-
ence devices than he onginally thought

Aost teachers have teehngs and character-
istics ot one kind o1 another that prevent their
doing what they want to do or ought to do
One shy voung teacher who would  have
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helped himeelt a lot 1t he had shown his stu-
dents he had a «ense ot humor «aid that he
was amply unable to, that his expressions ot
good will tor students were necessaniy imited
to being polite and keeping cool on occasions
when someone else might have oxploded in
anger

Todav « teachers as a group are probablv by
temperament more humane and sociable than
the general run at the population and are no
doubt more vulnerable than one generally rec-
ognizes to the human pressures under which
they hive and work  Although teachers deal
with human beimngs all the time, these dealings
are osely arcumseribed  Teachers are usually
ander great pressure both tfrom the people
they encounter at work and trom within them-
selves  As manv studies confirm, their profes-
von s a lonely one The more personal stress
a teacher s under, be 1t conscious or uncon-
«cious, the more he may be compelled 1o be
ego-involved i disaplime and hence 1o deal
with cwudents detensively and  aggressively,
which means to be restnctive and punitive
Research
chows that a teacher's repertoire ot skills tor

Another aspect of power s shill

acahng with disccipline can he enlareed veny
quichlv, and the <ame s Gue or pnnapals
But at any gnen time a prncpal or teacher s
obviously himited to dome those things he s
capable ot domg

Sotar m this chapter we have been talking
about tatorme comphance devices to ditterent
atuations \Vhat about nonms?

Because the nights vanous people have ot
stake ditter in ditterent taations and the stu-
dent behavior required tor apholdime nobts
Also ditters <o should the elemental norme tor
dudents behavior  Prnapals and teachers
Goutd ahwavs ask themselves how great &

cach of the possible threats 1o vanous rishis
’)
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this particular atuation? Anavering that ques-
ton 18, ot course, not easy [t may be hard, tor
example, 1o determine just how high the jevel
ot disorder ina room or a school can nse
hetore it sertousty jeopardizes children’s fearn-
ing  There are occastons when there must be
real quiet  There are other occasions when
children are quite able to learnin the presence
of what to an aduit looks hike chaos  In itua-
tions that «eem alike, furthermare, the dangers
ot sertous mjury, physical or otherwise, may be
quite ditterent

Under public pressure to keep schools nea
tidy, orderly, and quiet, prinapals and teach-
ers who are in doubt as to what norme are
necessary are often somewhat inchned toward
restrictiveness, a tendenay they would be wise
to keep m mind

A« the toregamg suggests, there are ways n
which situations differ trom one another that
apply hoth to the selection o1 compliance de-
vices and to the establishing ot norme Twao
must be menttoned, one ot them at <ome
length :

First, the particular educational «takes i the
atuation  To conader the educational stakes
may mean simply to talor compliance devices
1o the indinvidual’s educationd needs tor in-
<lance, making particularly great use ot rewards
with students accustomed 1o tadure . mobidiz-
ing a sy mpathetic counselor, teacher, o tellow
student 1o talk swith an indnadual who needs
counseling  or retraiming trom bringing parents
i when what they would do or say might be
ikely te retard the student i s progress
tomard matunty

But the problem s usuallv much more com-
ples The most important educational stake
imvolved in disapline atuations s the educat-
ing ot students tor atizenship in g free but

law-abiding society 11 i common tor studernits
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to be backward in this regard, that is, in their
ability to regulate thetr own behavior

The more backward children are in self-
governance, however, the more they need indi-
vidual treedom and opportunities tor group
selt-regulation  Yet the more retarded a child
s i self-governance, generally the worse use
he makes of such freedom and such opportu-
nities as he already has to engage in demo-
cratic deusion making, in other words, the
more ot a discipline problem he 1« Under
these wrcumstances, to modify the school’s
norms so that he has more freedom, or to use
less autocratic and hence less rehable compli-
ance devices so that he may assume a larger
role tn governing himselt, would seem bound
to result in his behaving less responsibly  Gen-
erally speaking, indeed, the student least able
to use treedom wisely and to particpate at an
appropriate level in group selt-government are
the very ones who particularly need more free-
dom and more experience with democracy

This 1s the greatest dilemma in discipline-
<o great that some school people, it seems,
give up hope ot ever reconailing such students’
needs in this area with other students” needs
to have the <chool program as a4 whole move
torward sately and effectively There are under-
standable reasons tor this despair Most Amert-
can elementary schools today still have a great
number ot rules and requitements  In techni-
cal terms, their elemental norms tend to be
assigned  high importance comphance with
most of them 1« viewed as absolutely essential

and the same tends to be true of their instru-
mental norms, which also are numerous There-
tore, most schcols make much use ot the kinds
of compliance devices that are highly reliable®
and rapialy ettective | that s, threats and pun-
ishments, impliat and overt .If gum chewing
or tallung back 15 viewed as an intolerable
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offense, the tendency is to jump on them very
hard Adults tend, in short, to keep the regu-
laung of children’s behavior in their own
hands (It 1s Iinteresting how often school peo-
ple speak of the governance process as the
control ot pupils)

That most children, while progressing
through school, make little progress in learn-
ing to make wise, safe use of freedom and
fearning to regulate themselves In groups 1s
not the only consequence of this situation.
Another 15 a degree ¢f alienation and 1n some
cases hostility on the part of many children,
which gets steadily worse as they grow older.
The more alienated and hostile children are,
the less disposed they are to comply with
norms set by adults  In other words, the more
likely they are to “mishehave,” to use the adult
word, and the less inclined adults are—unde: -
standably—-to relax the norms or to abandon
the use of threats and punishments in favor of
comphance devices that are more educational.
A vicious circle s the result  The atmosphere
1s tense, teachers casily become exasperated-—
which explains the still widespread use of pad-
dling and other forms of physical punishment

and principals are forced into the roles of
bogeyman and executioner

Such a situation infringes not only on stu-
dents’ rnights 1o just and humane treatment, but
on their rights to make educational progress—
as well as often making lite extremely unpleas-
ant for principals and teachers

How can school people Tift themselves and
their students out of such a vicious drde?

Obvioudly, getting out entails relaxing the
norms--lowering the importance attached to
certain elemental norms, and reducing some
of the instrumental norms or replacing them
with ones that are easier to enforce Any relax-
ing of norms may, however, communicate to




students the unimtended message that  the
s«chool no longer cares as much as 1t did about
their behavior-—-that now anything goces—or
simply that school otticials have lost some of
their power over students Theretore, as norms
are relaxed, 1t 1s important tor school otticials
to make clear to students just which norms are
being relaxed and the fact that the other norms
rematn ntact [t 1s also important to commu-
nicate to students that school officials have not
fost their legiimate power 1o bring about com-
pliance with the remaming * norms, which
means 10 particular that they have no less
resolve than before to do what they are obli-
gated to do in this gespect

When schools relax norms, students will
inevitably use some ot their new freedom n
ways that school officals view as unwise or
obnoxious 1t 15 part of the nature of true
freedom that other people may use 1t In ways
that we ourselves disapprove  Inevitably, while
stuoents are learning to use a newly granted
freedom, there may be risks, just as there 1s a
rnisk the first ime a child 15 allowed to climb a
tree or an adolescent 15 permitted to drive a
car School officals can minimize these risks
by providing back-up services, but 1t the tree-
dom 1s real. they cannot avord them entrely
Furthermore, school offiaals cannot be sure
that their communication< about the precise
[imits ot a grant of freednm and about their
continued power to bring about compliance
with the norms that remain will be tully under-
stood by students  They <hould expect stu-
dents to overstep even the new hounds some-
what  While prinapals and teachers must
concern themselves about any overstepping of
bounds and, when the norm s important, must
stop 1t, they will be more successtul in break-
ting the vicious aircle of they allow students to
know that they understand that when norms
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are in the process of being relaxed, some over-
stepping 1s normal and natural

Extricating a school from this vicious circle
also requires a change in the kinds of compli-
ance devices used  Because the more reliable
and quick-acting devices are also the ones
that limit freedom more and, in general, tend
to arouse resentment, use of them must be
reduced  To brdge the gap, less reliable and
Jower-acting devices will probably have to be
used more extensively and intensively than
before  Thus, if punishments are used less, or
less severely, rewards may have to be increased
a great deal, or much more time may have to
be spent in dialogue with students or in stu-
dent self-government sessions  There 15 a good
deal of experience showing that when such
changes are made, the level ot student compli-
ance wrth norms tends, in fact, to become
higher than before

One very useful way school officials can
increase their power to influence students’
behavior and thus get through difficult trans:-
trons 15 to do things or institute practices that
have strong emotional appeal to students
Some school offictals have accomplished won-
ders by bringing to bear in the kind of leader-
ship they provide students a degree of sales-
manship or even chansma, or by developing
special group symbols and rituals- -practices
that” tend to raise students’ morale and
builld emotional loyalty to the institution, its
representatives, and its requirements  Such
approaches, which make powerful use of re-
warding as a basic influence procedure, can
overcome hostility and strengthen school offi-
aals’ power to influence behavior, and thus
permit a transition to tull-fledged adult self-
regulation

The more viaous the arcle has been, and
the older the students involved, the harder it
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will be to bhreak the circle  In some high
schools, 1t 15 extremely difficult Yet thoe are
tested ways in which 1t can be done, and
school officials have an obhigation to yse them
They should, therefore, choose disapiinary
approaches that allow them to do so

I have dwelt at some length on the disci-
plinary approaches required when students are
retarded 10 their education tor atizenship and
on the problem of meeting those studenty
needs when they and the school are caught up
in a vicous carcle of mutual antagonism
Where students have other <neaal educational
needs or disabilities, the choice ot disaplinary
approaches should take them into-account,
also  To give one example, when students are
emotionally overdependent on adults, adults
should deliberately avord making much use of
rewards that might perpetuate that depend-
ence

A tinal consideration i selecting hoth norms
and comphance devices 1s the special legal re-
quirements and Linutations that apply in the
situation

First, of course, there are the regulations and
documents binding on the particular «chool,
such as state and board of education policies,
to consider Second, there are the interpreta-
tnons of the law handed down by courty,
especially those dealing with school otticialy’
supervisory  ohligations and  students nights
Predicting what the courts ma given junsdic-
non will say 1sn't always easy, partly because

courts are not always consistent, and partly
because they are inevitably somewhat unpre-
dictable  Supenntendents may provide good
legal advice, but often the school law that they
have studied 1+ out of date, and the counsel
they get from school board lawyers 1s more
conservative and restrictive than what courts
will, in fact, deade  To obtan a balanced pic-
ture, 1t may be wise for a principal or teacher
to keep abreast of what is written about school
law 1n good educational journals or to consult
informally with competent lawyers ot various
persuasions.

With situations differing from one another
in all these different ways, a good case could
be made for the impossibility of giving school
people any useful advice about just how to
regulote student conduct 1in any given situa-
tion Nonetheless, elementary schools tend to
have much in common with one another, and
certan kinds of problems, a< has been men-
tioned, occur frequently  For this reason, 1t
does make sense to offer come advice for cer-
tan recurring tasks  This will be done in the
next tour chapters

NOTE

1 See Bdward T ladd,  Moving 1o Postive Strategres
tor Order keeping with Kids Accustomed to Restrctions,
Threats, and Pumishments, © Urban Fducation 6 {anuary
1972y 331-47
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The Principal’s
Leadership [Role In
fhe Governance Program

The principal has more responsibihty than
any other angle percon tor the norms and in-
fluence measures used in the school to achieve
governance ends  This does not mean that the
principal has the <ole responsihility for the
governance program It does mean that he or
she must exercise imtiative 1In every aspect ot
the development and 1implementation of the
program It also implies that the hutlding prin-
capal 1s the chimate setter tor the school, a
person whose behavior 1s kev to the suceess or
tatlure ot the total governance program

The principal must be certain that everyone
i the school knows his or her own particular
role and plays 1t at least adequately  He has
the responsbility tor seeing that the base
norms tor the «chool are detined whether in
writing or not, and that therr vanous degrees
ot importance are dear He has to e to 1t
that at any given time an appropriate ratio of

treedom to order s 10 eftect He lias to see
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to 1t that appropriate instrumental norme are
defined and that there are direct influence
measures for obtaming adequate complance
with both indtrumental and political norms
The principal has to see to it that proper norms
for teachers’ performance 1n choosing and
applving those measures they will have to
employ ate developed and understood  He
also has to lead .0 the development ot any
pohtical norms that go beyond the hounds of
individual dasses Thus a umque way in which
the principal can contribute to governance s
to work with groups ot students larger than
indradual dlasses

It s the prinapal who, above all, has to
waork with the taculty as a groun and with stu-
dents as a group to see that proper disaiphnary
or governance policies and procedures are de-
veloped and put into eftect This obaously
aalls tor time spent in taculty and committee
meetings and meetings with students, discuss-
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ing rules. defining nights, working out methods
of gaining compliance, and dealing with alieged
violations  Once this has heen done, the prin-
capal must be continually engaged in revising
it—all of which takes a great deal of time
Activitres of this Yind will begin to take place
in a school only 1t the principal assumes the
inibative

Unfortunately. public elementary schools 1in
the United States have had foo little recent
experience with anything approaching signifi-
cant student involvement in governance mat-
ters to give prinapals much help in deciding
what procedures and forms have been tound
1o be useful in practice How much direct
democracy should there he? Over what specific
matters should students have some «ay, and
what kind and how much over each? in gen-
eral. students should obviously not be per-
mitted to abrogate important, bhasic norms,
nor to adopt instrumental norms or other ap-
proaches for enforcing them that do not pro-
vide adequate guarantees that important basic
norms will be entorced  But just how much
sav can they be allowed over less important
norms? And how much can they be involved
m the process of ganing comphance?  What
is the place of student Mmonors Or SUpervisors
i a modern elementary school? Should there
be 1 student court? Prinapals and taculties
will have 1o do their own experimenting on
these problemd?

Principals must provide for the review and
evaluation ot the pertormance ot teachers, as
well ac of other persons who share in the
governance task  Princopale themselves can
attempt to decide where particuler teachers or
others are strong and where they need help
In more tormal evalvation ot indwadual teach-
cry disciplimary work, taculty morale pertorm-
ance and evaluation will be enhanced 1t the
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teachers themselves are heavily involved in the
entire evaluation process, imcluding the estab-
lishment of the criteria on which the evaluation
will be based This procedure, followed n
other professional circles—most conspicuously
on university campuses—-is recommended for
schools, as well  Obviously, any evaluation
should steer clear of such commonly used but
unsophisticated criteria as the quietness or
neatness of the dassroom, anj it should be
hased on mutually agreed on nhrms

Very rarely will a principal teel obligated to
intervene directly in a disaplinary matter and
give a teacher or other supervisor of children
a direct order, or even relieve him of his class.
The rnisks to the self-confidence and prestige
ol the teacher, not to mention to the principal’s
rapport with him, are 50 great that such an
action 1s warranted onlv 1n an emergency

Guidance counselors usually play an impor-
tant part in the governance programs of their
«chools, and 1t ordimanly talls to the pouncipai
to defime the role the counselor v to play
A counselor’s chiet role, according 1o the pro-
tesston, 18 o assist his or her chient on the
chent's terms and there are schools where the
counselor’s job s so deqigned that that 1< the
role he plays In such a «chool the counselor
i not i authority over students students go
to_the counselor only 1f they want to they are
otten encouraged to do <o but are not sent,
and what they sav to him s i contidence He
- not a disaphnarnan and he stavs out of con-
terences inowhich posable punishments may
be diccussed  In many  schools however,
gwdance counselors serve os psychologically
tamed asastant prinapals or student person-
nel managers Prinapals and teachers call on
them tor belp ot many kinds, including help
with disaphine tasks  In these schools, coun-
selors have authonty ~ver students dudents




are “sent’ to them and in matters ot mpor-
tance neither their conversations with students
nor their files remain confidential
doubt that because most ot today < principals
feel so greatlv in need of relief counselors play
this second role as treguentiv as they do the
first

Some prinupals expect guidance counselors
to play both roles and 1n the discharging ot
many of their responsibilities they can But
where there 15 a conflict between the student’s
goals or behavior on the one hand and the
administration’s goals or requirements on the
other, a guidance counselor cannot walk both
sides of the street  If he attempts to do <o, he
may bet-av the trust or the <tudent whose
helper he purports to he  Because he 1< known
as an agent of the administration, however, he
1s more likely to fail to win the confidence and
trust of the student 1n the first place

Untl educators succeed in overcoming thie
seripus dlemma, 1t s the poinopal’s task to
dgsrde which role he chooses 1o have the
counselor play  Once the decsion v made
and everyone in the school 1« dlear about t,
the counselor can contnbute helptullv to goy-

There 1s no

ernance, either directly or indirecth ether as
the student’s helper or as the prinapat <
Principals are smphcty expected to evaluate
the governance arrange msns ot the schoal ax
a whole
about a protessional group s rveshigation ot

A newspaper recenthy carned a ston

disciphine i a o'ty schoot system " atter one
teacher was transterred tor allegedhv Sapping
a student and o student was suspended tor
reportedly hitting a prinapal Such an imves
tLigation ot goverrance conditions  conducted
when teehngs are high wa poor sabstitute tor
thoughtiul calm imvestigation conducted as a
normal, protessional ioutawe Ay apprarsal ot

disapline as a whole <hould allow ror changes
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that may have been made or that may be 1n
protess and peaple have not had time to adjust
tovet Some criteria of eftectiveness might be,
tor example. thée extent to which the <chool
has been able to dispense with punishment as
an intluence measure, 1t attendance ngures
the level of vandalism g
obviouslvy the number and qualitv ot cugges-
tons children make
high morale

it talls to the prunapal more than un,one

negatise crdernion

and other indications ot

else 1o mte-ri)rm governance practices to the
community, a task that s often ditfie yit
son polls and numerous unpleasant episodes
have demonstrated how strongly some parents
react to the relaxation ot autocratic disaphne
However the central ottice often refies on the
puncipal to keep the parents happy  One
promising way to educate parents on this score

Opin-

15 to imvolve as many ot them as posable in
the day-to-day activities of the school as viv
tors consultants  and aides  \When «chaools
move as {ast as they shoatd in evolving a gon
ernarce  proyram  same battles
avorded, and some ot them will be lou

cannot  be
Prin
cipals should tnd comtort wy the thought thae
thear protessionat obligation s 1o do the rght
thing and not necessandy to win

As the admimistrator ot the school the prin
apal miav recene communmications about yow -
ermance requirements trom s supenors and
pass the intormation on o his subardinates
It s tor b to see that his subordinates com
plv with the cchool Gdem o require nents
Because he os tormally accountable e whae
yoves on i the school he muast knos what o
bemme dore in regard to haaptine and antic
pate what mas be done This means keeping
s of communication open with e.eyone
particularly with the children most Bikelv 1o
cause troubie
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Governance Tasks

That Trouble Teachers
- and How
Principals Can Help

Deadmg just what to do an a disaiphnary
situation moso complex g task that a book bike
this can heip a prindipal or g teacher only up
to 3 pont The best prescnptions tor ditterent
sttgatians  ottern packages ot several proces

dures will ditter parthy according to the per

wonglities imvolved  There are many occasions
when disaphinan action muest be takenmimme
must obvioushy he intuitinve

drateny and  thas

tnoany itomust abwavs be talored ta the
principal s or the tcacher < resources dispos-
and skitle Fach indavdual swill have 1o

develop a perconal shvie

case

troans
In dome ~o he wytd
probahiy draw on what he knows and has seen
other people doacowell as on hus magmation
arid wiil develop habats that 1t him Since an
indnodual shvie can be ether helptul or damag-
must constanth

ing o chadren however it

be reexamined and nsotar as ot seems nap-
propriate mn am way oaodined

A tar as ;udgmg the eftectiveness of an
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approach goes, these two prinaples should be
kept in mund 10 measures that are education-
atly more usety! and whose eftects in produc

iy comphlance are more persistent, tend to be
Jdower acting and less reliable and 21 the most
rehiable and quickest acting measures tend to
have damaging educational ade ettects Prin-
apaleand teachers are hikely, however, to teel
they must overcome this morning's (naos this
morning and put an end to tadav s petty or
routine disorder today  or at least this week
Otten they teel this way because many parents
dishike nosy disorderly schools and have ways
hoth ot making their preterences telt and ot
inducing ponapale and teachers to wamt 10
them Furthermore, nightly  or
wronghy prople who work m <chools tend 1o

respond 1o

suspect that on the ssoe ot disaipline super-
mtendents views are inchned 1o be conserva-
tve  School peonle then, are usually under

areal pressure to work themselves into beliey-
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g what v not arue but i reassuring that
measures that e guick acting and reliable are
cttectne in the fone run and that they are also
educationallv supenior or tleast educationatly
neutral

These  are rationalizations apamst which
wchool people must constanthy be on then
guard  And the danger ot talliing into them,
more than anvthing else  makes it important
tor ~chool people to keep studving their dis-
cplinany actions  They should allow  them-
selves 1o respond 1o situations ke the warm-
blooded human beings they are  rather then
ke selt-conscious computers but they should
also keep checkig up an their intuitions and
responses by subjecting them to thoughttul
analvas  Fach ot the cuggestions ottered
this chapter will carry intuitive conviction for
some prncpals  Used under tvpical arcums-
dances, thev will all stand up under theoretical
analysis

To judge by the way primapals allocate then
time, tew ot them see helping teechers earn
how to deal with therr problems as o large
nart ot therr role However the task teachers™
tace are ditticalt moand ot themselves none
more ~o than the disaphinany tasks st seems
and teachers nind 1t hard to develop a satis
tcton personal sivle tor dealimg wath them
They can use all the assistance they can g,
el sach help will pay ot im a better school
and better learnmg as well as i ather wavs
Princpate are o particularhy good postion to
ane teachers the assistance they need or to see
that somcone elee ganvesat 1o them

Provided a princpal has the necessany tal-
ents perhaps the most etiective single w oy he
o1 she can help teachers s 1o talkowitle hem
crather than (o theme histen to them and make

wigaeshions  As he does so, 10wl help o he

3

has thought through the various kinds of prob-
lems each teacher may have

Teachers have difticulty with ditterent aspects
ot governance, difterent governance  tasks,
which <hould be distinguished trom ane an-
other One s the prophvlactic task of promot-
ing general conditions in the classroom and
the school that are conducive to student com-
pliance with elemental norms  Another s the
tash ot responding to major oftenses against
norms, a task, by the way that teachers don't
contront very otten  What ¢an be done 0
help teachers with these two tasks will be con-
adered later First, though, let us look at three
other tasks that regularly contront teachers and
cause them the most trouble

In the case ot each ot the thiee, a number
ot specitc suggestions that principale may pass
on to teachers will be histed  Because arcum-
sances i ditterent elementary school class-
rooms around  the country are remarkably
alike 1t seems pussible to otter such sugges-
nons without senously violating the principle
that measures must be tafored to tit the char-
actenstics of indiadual sitgations The sug-
gestions wont ahwavs titoand some teachers
will probably 1eject tham tor one reason or
another or iy them and tind them wanting
Others who fiv them however w.ll tind them
usetul

The sequence i which the three tasks and
the sugeestions tor handhng them are taken
up s the sequence nowhich teachers most
otten have 1o tace them

Turning Chaotic Situations into
Moderately Orderly Ones
The school brmas an unorgantzed collection

ol chitdien to a specitic place at apeabic time,
and the weacher s expected to get them started




E

on some productive actinvities Ordinarrly, 1t s
the teacher's respansibiity to do vhat s
known in parhamentary termimology ¢ calling
the meeting to order  Otten the <tudents
come in guietly enough and settle down well
enough but cometime« there 1< chaos  This
mav be the case with a clase "he teacher knows
well, when it has just come hack trom lunch,
physical education, or outdoor play, .. when
tor some reason a tunctioning  order has
hroken down o

When there o chaos or the imminerni threat
ot chaos, the teacher needs measures that are
quick acting and rehiable The pomt s to estab-
lish order of almost anv kind, <o that the
teacher can be m o posimon 1o take amy ot a
variety ot other measures The measures taken
at the start theretore need not ordinanldy be
persistent o ettedd And  because gelting
started s quite smportant and should be a
short-lived business the teacher mav properhy
U measures that are tanly hreh 10 cost and
My even hd\t'vlll]lHH)H\ sde ettects

Here are some specitic suggestions that mav
help o teacher with thic task

I thes o the begmning o1 vowr dealings
with these children deade betorehand ust
what Timuts and requirements vou are going to
try 1o eet them to r()mpl\ with tor the tist
week o so Don o make the resticions very
ditterent mmrom what the <tadonta are already
accustomed to except to clinmate any anned-
essany requirements that are hard to entorc

2 Get into place betore the gtoup armves

3 When vou meet the class asa woup use
A vanety of means  vour words vour tone ot
voice  your expression where vou stand  to
communicate to them that vou're o really
decent, pleasant, tnendhy person, vet one who
has senons work 1o do Dont be so thendly

O
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as te give them the rdea you won't do what
vou have to do as the person ulomately m
charge-—a comewhat difterent matter trom you
as a human being and tnend  Let them know
that there are Iimitations on you, too ("1 can™t
allow "1 have to msist “rd hke to
let you, but ") let the children know what
the it and requirements on their behavior
are and that it it hecomes necescary to entorce
the limits and reauirements, you have the re-
sources, the will, and the ability to do so Say
all this largely by your manner, not in words,
which mav take a Ittle acting For example,
it gentleness doesn’t work, vou can speak a
bit gruttiy - tead the children to beheve that
vou're cool—even o vou aren’t--and  that
vou're going to keep ool no matter what hap-
pens  dndicate this, too, by vour manner)

4 Find a means to catch the attention of
the majority of the children, shouting 1i—but
only 1t--you must

5 A tor two things, i this order every-
one 1n a seat, or standing stll and looking at
vou, and cvervone essentially quiet  Keep
working insistently but calmly to achieve these
two things, even though it seems ‘o take an
hour

6 1t things don’t go as vou would like, try
cajoling giving very specific instructians, and
calling on individuals ("You in the red sweater,
please come over here now and sit down ™)

71t chaos persists, show shight impatience
o1 ﬁllghl nritation, but no more

8 Don't say anything untriendly or humiti-
ating to anyone

9 Trv to avond threats, if vou teel you must
threaten, make vour threat ambiguous ¢1°d
hbate to have to get anvone mto treuble,”
“None ot you wants to be punished do you?”
or “See me after school )

10 Whatever happens, don’t blow your
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cool 1t you feel pantcky, just frecze, say noth-
ing for a while
11 If a situatton gets dangerous, scek help
12 Be ready to move into the next phase—
acting affirmatively- -as soon as voul can

Promoting Affirmative Behavior
that Complies with the Norms

As a class moves out of the chaos stage, or
if 1t has avoided chaos entirely, the task the
teacher faces immediately is to get the show
on the road Because this takes a little skill,
enterprise, and perhaps courage, it can he a
prohlem especially for heginning teachers

Until the students are engaged in something
positive order has a tendency to disintegrate
quickly, o the kind of measure most needed
ts one that 1s reliable and quick acting I the
measure has perustent effects, <o much the
hetter 1t doesn’t have to however, because
once governance 1« functioning, other mea-
sures can pick up any slack  Costly measures,
though ~hould he avoided if posaible

Here are some suggestions prnapals may
communicate to teachers

1 Kéep thow sudents who have settled
down kng tor the others and wait to start
vour-MIuness until there s reasonably good
order, that s, until all the students .ndﬂ their
places and tairly quiet and atentng Then
move promptly and with an appeatance of
contidence mto your briefing, vour questions,
or voutr nstructions

2 1t the students are restless and you're
not iikely to get completey order, and 1t the
material o activities vou re gomg to start with
are Likely to be quite appealing go ahead as
coon as about toar-titthe ot the wroup has
Lecome attentive, simply leaving the others

hehind L N
NI .",

3 Don't keep children waiting tor your next
move for more than ¢ few <cconds Their
attention span 1s short, and disorder can return

4 Talk to the class as a group 1n a business-
like, clear, but friendly and polite way You
might practice 1t at home

5 Phrase mnstructions very clearly and make
them affirmative rather than negative (“Please
do this quickly,” rather than “Don’t dawdle”).
Use familiar words (" answer’” rather than “re-
spond to”), but be prepared for some of the
children not to understand or react as you
want them to

6 Don‘t call the students “boys and girls”
or “class,” both of which they usually hate.
They love “ladies and gentlemen ’

7 Keep an eve out tor nsk points, such as
desks jammed too close together, a student
who doesn’t have a copy of the book, or
friends starting to joke

8 Where vou detect restlessness,  keep
watch on 1t Perhaps walk over toward the
possible trouble spot, but appear to ignore it
if you can most elementary school children
jove attention enough to stop cuting up of
that's the only way to obtain recognition

9 Pian ahead of time for this stage. over-
plan, have interesting, intriguing things i mind
to ask the kide or to invite them to discuss or
do trather than to do tor thenn

10 kheep expressing <atistaction with  the
progress “Everybody have the book open at
page 47 Good')  Comphment individuals,
without encouraging competiton  Don’t worry
at this stage about tormal achievement

11 Untl the attairs ot the clase are running
smoothly, give them prionty as much as you
can over the personal aftaire of one or two
indhividuals who ask tor help or attention Tell
the chidd who has o private request or question
to watt until you have time tor him




12 Just as soon as you can, break up the
class into groups-—the smaller, the better—and
get students working individually or coopera-
tively for the bulk of the day’'s activites Don't
try to teach the whole class all at once much
of the time,

Dealing with Routine or Petty Cisorder

The most common complaints frgni elemen-
tary school teachers about their students’ be-
havior are that they talk out when they're
supposed to be quiet and walk or run around
the room when they're supposed to be n
their seats Even when things are orderly
enough not to be characterized as chaotic,
children still interrupt, make wisecracks, laugh
uproanously, punch one another, engage In
little fights, and throw things Many beginning
teachers and quite a number of experienced
teachers face this problem It s particularly
likely to occur in grades four through six and
at times when a teacher 1s trying to teach the
whole class all at once, especially 1t the mate-
nat 1s boring 1t 1s likely to occur, too, 1f the
teacher gets preoccupied with something that
the class n’t involved in, like working at his
or her desk alone, helpmg one youngster with
a specal problem, or responding to an inter-
ruption trom outside

in situations like these, it may not be ot high
importance to take any measure at all Things
can often rock along for a while however un-
comfortably tor the teacher, without much
harm being done Because the problem 1< not
really a grave one, the costs ot various mea-
sures and their possible side ettects should be
wetghed quite seriously  Here are some sug-
gestions that may help teachers

1 Don’t blame either the kids or yourselt
personally for routine or petty disorder, (t's

%

ERI

Aruitoxt provided by Eic:

the most natural thing in the world

2 Work hard at first to distinguish vou.
cool, professional posture, in which you neces-
sarlly represent the schoo! and its demands,
from the friendly, humorous personal posture,
to which you revert when you'.e not engaged
in spectfic school business, and which you will
eventually be able to fall into all day long
When you deal with children in other than a
formal relationship, trv to be as good a friend
as you can

3 Develop fun things yeu can show your
students how to do and involve them in doing,
if necessary, forget about academic learning
tor s eral weeks

4  When you want quiet, ask for it by shush-
ing, by words, or by some signal, but the
mornent you've got if, get on with saying or
doing something that will capture the chil-
dren’s active interest and make their being
quiet worth the sacrifice to them

5 Appear to ignore behavior that 15 not
dangerous or injunious  If you want to dis-
courage a particular behavior, avord rewarding
it by paying attention 1o it (Note 4hat when
you regularly overlook a certain kind of be-
havior you don’t like, you in tact turn the
norm into a less important one

6 If a child who 1s cutting up v a leader
and his or her disorderliness 1s getting a lot of

_attention from other {students, be neither un-

friendly nor friendly toward him  Try standing
near himy, perhaps with a hand on his shoulder,
or seating him where he 1« less visible and less
able to interact with other children Better yet,
f 1t will work, put him to work on a chore
Distract the other children’s attention trom him
as much as you can

7 Try to adt as H to say there are important,
exciting things tor the quieter students to do
and rewards for them, including your attention

v
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.
and approval and perhaps even tanaible re-
wards <0 the resttess ones will do well to o
them

8 Control any temiptation yvou may teel to
vell at the dlass, except pethaps a sngle com-
mand  hke Owet” o Stop tat' I to
prosenve the good-will rating with which vou
probablv <tarted out

4 Prase and compliment students con-
stanthy ad first B this doesn twaork tny g token
reward svstem using poimnts credits, commen-
dations tradimg stamps nutnitional snacks, tee
time privileges, and other rewards

10 1t some children are particularly bother-
some, tny to get to know them personally Talk
with them outade ot ottice conterences or
class dor example at tunch or at recess Phav
games voith them vt them and then tamifres
at home

1T Tiv having o time-out place o rug a
circle on the toor, a booth against a wall

wie a particalarly restless or disraptive kid
can be put ior a while Treat such a situation
not as puncshment but as a necessany, thera
peutic time-out

120 Never seue an uttimatum, that i<, aR,
exphicit threat that 1t X happens or doesn’t
happen  vou will detimtely do, Y

13 Iy to contiol apy temptation you mav
have to threaten at all but when vou teel you
must putvour threatinthe torm ot anambigu
ous warning the  There < trouble down that
road him  ar Much more ot that and | may
have to do samething vou wouldn t hike at all

4 Work out an oxchange plan with other
teachers that widl allow vou to put such chil-
dren i one another's voonme tor thirty gtes
or so when necessan

15 1 vou teel vou must stopa student’s
mishehavior and can think ot nothing el but
punishment that nught do it choose a mild

T
. ~‘7

pumshment that will bo over soon, such as a
reprimand, an espression ot disappamtment or
diseust, telhing the student vou Il tatk to him
later, keepimg him i trom recess tor two nin-
utes, keepig him atter school tor ten, or with-
drawing a privilege 1or no more than a day
Announce the punishment to him in a quiet
vorce, without so much pubhaty as to embar-
rase him unnecessanty and with as much ap-
pearance of regret-—rather than glee —as you
can . ’

16 Be consstent  Students don’t know
what to expect if the teacher enforces a rule
one day and 1gnores 1t the next

17 Never punish a group for the actions of
a tew  Such behavior can only lead to resent-
ment on the part of students

18 Don't be afraid to apologize to a stu-
dent it vou punish him unjustly - Apologizing
tor a mistake 18 2 sign ot «frength, not of weak-
ness

19 1t a child gets impossibly rambunctious,
and 1f you think the prinaipal 15 @ humane per-
<on who 1s sympathetic and understanding with
children <end or take him to the princmal
Dont make the tnp seem hke a pumshment,
but say something hke this “We can't work
thic out, so let’s see it you and the prinapal
can " Under the same conditions, letting a
child go voluntanly to the counselor  an
alternative

200 As soon as you can get the dlass -
volved 16 drawmg up rules tor their hehavior,
cubject to vour tinal approval, reserve the nght
to include some rules of your own - Insst that
the hist be realistic, and tor vounoer students
ipethaps throtigh tith grader | ost the rules
consnicuousty

21 Discuss with the class the ways gover-
nance tasks can best be dealt with and adopt
some procedures together  Be sure they are
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doing this themselves and not just second-
guessing vou or being manipulated hy vou

Talking with a teacher, histening to himn, and
making suggestions 15 perhaps, as has been
said, the most effective wav tor a principal to
help  How comversaions are
depends heavily, ot course, on how success-
tully the pnnapal buillds a mutually trusting
and  securnity-giving  relatonship with - the
teacher Understanding teachers questions and
apprehensions about governance, and keeping

eftectine sueh

m mind their situations as they expenence
them. as well as their hopes and tears, <o tar
as these can be guessed, 15 nat always casy
Here are some notes on the states ot mind
most likehv to characterize beginming and ex-
perieneed teachers as they bear on the prac-
ess of giang them help with disaphine

BEGINNING TEACHERS WITH
DISCIPLINE PROBLEMS

Peaple often go into teaching to he able to
deal with children warmlv and lovingly  They
have not thought ot themsehes as regulatars
ot hehavior or as catalvsts 1o get students to
learn the habit ot cooperative selt-government
Nor does the idea appeal to them More otten
than not they have been nourished on a love
ideology £ 'Be nice to the kids and meet their
needs, and all will go well” 1 an deology so
attractive to them that they tight any evidence
that it 1sn 1 adeguate  Perhaps hecause, as stu-
dents, they have only recenthy Iived through o
guernlla war with teachers the last thing they
want to do s plav a teacherlyv role !t therr
students respond to them as enenies rather
than triends, they are personally hurt  For
some this s the tirst time in years that they
have persopal  attacks

heen  cuhjected 1o

O
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“Drop dead" ) Not caring at first ta try to
govern children’s hehavior, when they decide
they must, they lack the necessary skills and
tind themselves angry with their students—
and then angry with themselves tor being angry

Often the begmner's first assignment re-
quires him to work with children unlike any he
has ever known hefare, children ot a different
social class or ethmic group  When this 1s so,
his disciplinary problem s hikely to be worse

Eventually he must, albeit reluctantly, aban-
don any feeling of maral superiority he may
have started out with and turn to experienced
taculty members tor example and advice As
he does this, however, he 1s caught in a further
emotional conflict, he sees himself slip trom
the younger generation into the older, joining
ranks with the tormer enemy ' He started out
helieving that governance 1< simply a matter
ot what kind of person one 1 But the expert-
ences he has gone through not only haven't

“‘clarified his view of the objective problem, hut

have entangled the whole busmess of discr-
pline with his ego and teelings

Here are some suggestions for principals
wha contront prablems such as these

1 Be patient, 1t mav take new teachers a
vear or more ta learn how to handle disciphine
problems  Rewst the temptatien to try to make
them operate ditterently night away 1t you rush
them, vou may madvertentiy turn them inta
old-line autocrats

2 let these teachers hknow-—gently - that
they have a problem and that you know it

3 Open up frequent opportunities tor in-
tormal, relaxed talks with them--maybe over a
cup Gf cottee, maybe in the parking lot atter
school

4 Be friendly, sympathetic, and emotionally
supportive, not reproachtul  Let these teachers

5

10}




know that every teacher worth his salt experi-
ences some fairlures  Seek out things to com-
pliment them about

5 Inwvite beginners who are having trouble
to use you as a resource, to ¢all vou in, or to
send children to you  On occaston, 1t they like
the rdea, take over their classes  (In English
elementary schools this 1s a common practice
and seems to wdrk well ) You can be a good
crutch tor beginning teachers to lean on while
they're learning how to walk

6 It you have any training in nondirective
counseling, try to help the beginner dentify
cemotional hang-ups that may interfere with his
dealing with the problem As well as not know-
ing much about the governance task, many
beginners stll have adolescent antiauthority
teelings and identify unconsciously with re-
hellious <tudents

7 Try to avoid telling a teacher what he
should do, but suggest many possibilities for
him to consider

8 Try to help out the teacher with a spe-
/ aific problem or a particular student

9 Try to cut down the pressures and trus-

trations in the beginning teacher’s lite

10 Do almost anything you can to keep
expertenced teachers from putting pressure on
the begimners  Encourage the experienced
teachers 1o be patient, sympathetic, suppor-
tive, and helptul toward their beginning col-
leagues

11 Arrange for the beginner to visit the
classes of, or to team teach with, other teach-
ers who might help - teachers whom you
choose tor their skl and with whom th»
heginner savs he teels rapport

12 Arrange tor nservice education on dis-

52

apline, anything trom recommending readings
to a tull-dress workshop on contingent remn

N

torcement techniques
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EXPERIENCED TEACHERS WITH
DISCIPLINE PROBLEMS

Fxpenienced teachers who have problems
with governance often have extricated them-
selves trom therr early difficulties by develop-
ing restrictive and pumitive habits By fint of
continuous effort, they are able to preserve
from day to day an uneasy order, probably at
the cost of arousing deep resentment and sow-
ing ~eeds of later rebellion, not to mention
producing njunious educational side effects.
Partly because their training gave them so hittle
in the way of professional skills, and their
school districts give them so little in the way
of resources for governing, most experienced
teachers have come to rely heavily on influ-
ence measures that are very personal— smiles,
glares, and the bestowing and withdrawing of
aftectton or contempt They have engaged
their personal emotions so deeply in keeping
order that their self-respect has come to hang
on their success or farlure, and they have come
to view disciplinary oftenses as disrespect or
personal attack  They have never learned to
see the tasks of governance as objective, pro-
tessional tasks, which can bhe explored calmly
and without defensiveness  Some have, in fact,
fallen into an all-or-nothing state ot mind.
They fear that 1t «tudents get away with a
single violation, the whole structure of law
and order in the classroom or school will
collapse “Either you have the children’s re-
wpect ot you don’t,” they may say “Either you
have control or you don’t 7 Thetr view of their
power as monolithic adds to therr fears

It 1s understandable that when another per-
won rases questions ahout therr disciplinary
practices, many expertenced teachers show
evidence ot teeling emotionally  threatened
Probably because the measures they now use



are those with which they rescuerd themsehes
trom therr unpleasant early expenences tand
they are never quite sure they may not fall
hack into that snake pit, they tend 1o cling to
them and to be very reluctant to discard them
or try other approaches  They otten openly
show therr displeasure over begimnming teach-
ers” attempts to be more hiberal or less puri-
tive  This experience ot a young fitth-grade
teacher 1s a common one I teel | handle my
class m such a way that most disapline prob-
lems don’t crop up  But 1t does scem that
taculty meetings and lounge controntations
always end up with comeonc telling me that
one ot my krds chid such-and-such

Fxpernenced teachers Terd 1o be particularly
cavtious about revealing therr disaplimary tail-
ures or perplexities to their colleagues or to
the principal  They seem to put up a tront
to one another, with the remarkable resuft
frevealed 10 research studies) that each tends
to think the other stricter and tougher than he
really 18 So each tends to conceal his own
disaplimary problems or his more lement views
trom the other and, <ince he usuallv attaches
great importance 1o being i the principal’s
good graces, tfrom the prinapal, oo Com-
pared to other protessions, in tact, teaching
has been shown to be an unusually lonely one,
and that loneliness must be particularly pain-
tul tor those who have chosen teaching be-
cause of their love ot people ©

For many teachers, concealing their per-
plextties Teads 1o denying that thev exist Al
though expertenced teachers complain about
discipline problems a great deal, their com-
plamts are usually not about problems con-
cerning their own protessional practice, but
about the ditticulties they have to cope with
Starting ott i a workshop or course on gov-
ernance, expenienced teachers usoallv want to

tatk at length about the objectionable behav-
ior and poor tanuly backgrounds ot their chil-
dren, but not about new  or ditterent ap-
proaches thev themselves might take

Here are <come suggestions tor principals
who want to sce a change in the behavior of
overly authontarian teachers

1 Be patient 't may take a couple ot years
tor these teachers to change, and a few never
can Resist the temptation to try to make them
change, which will probably just make them
more ngid

2 et these teachers know —gently, coven
casuallv but clearly—that tor protesaional rea-
sony you yourselt tavor more treedom tor <tu-
dents and influence measures that are more
educalonal, and that you are willing to put
up Wit the resulting increase in noise and
dicorder

3 Ty toadentty tears and points of trus-
tratton and rritattion 0 these teachers’ discr-
phnary world ttor example, “Kids are in<olent”
o1 “Parents don’t train kids to respect author-
ity and use them as the <tarting points tor
intormol or formal mservice education in re-
gard to disciphine and treedom

4 Try 1o convince these teachers that tight
control ot children's lives prevents them trrom
develoimg selt-rehance and selt-control and
that there can <till be law and order even it
school norms become more Tiberal, less puni-
tive influence measures are usea, and students
imolved more school

are m classroom and

governo »nee

BEGINNERS AND THE EXPERIENCED

It holds true tor both begimners and expern-
encod teachers that they often tear that they
are unable to keep order, tear disorderly stu-
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dents themeehes tor the trouble theyv can
cause, and tear the harch judgments ot therr
colleagues and principals

Because tear breeds detensaveness and, n
turn, aggressiveness  toward students,  many
teachers are caught ina vicious crrcle How-
ever, because <o many ot the more etfective
mfluence measures depend on the teacher's
having a high good-will rating or the ability
to communicate intimately with students, a
teacher who 1s uptight about discipline cannot
be very ettective at it This makes the process
ot extricating himself trom the vicious arcle
particularly hard  Most important, the teacher
is incapable of looking at the matter calmly
and openly as simply another and particularly
challenging aspect ot playing the professional
role ot teacher -

GCenerally, then, the most usetul single thing
one «an do for a teacher who has discipline
problems of any kind 1s to help him relax
about them, let him blow oft steam, and give
him quiet, friendly, emotional support, with-
holding—tor a while at least—any judgment
on his performance When the teacher seems
relaxed enough to be open to a senous look
al any aspect of his problem, the best pont
at which to start 1« the particular pomt, central
or penpheral, that seems most sore to him
Another approach s 1o tell the teacher some
things that mav help him let him know that
almost everyone has  disaplinary  problems,
that no one will he upset 1t he doesn’t master
his right away, that the principal’s standards
and those of other teachers are not as restric-
tive as he thinke  Ordinanily, the worst thing
a prinapal can do s to reproach such a
teacher or moralize to him about his beliefs
or practices

Parti-ularly in the case ot beginning teach-
ers, relieving pressures on them and giving

~14
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them time 15 essential If one wants to improve
their chances ot tearning how to keep order
by positive means and avoid their falling into
the addictive habit ot keeping 1t by restrictive
and punitive means

One can also help teachers by giving them
wubstantive intormation they don’t have about
the students, the school's customs, the regula-
tions and laws that apply to them and to stu-
dents, and the resources at therr disposal  One
can help them learn and think analytically
about norms and influence measures as such,
which may immunize them against the all-
or-nothing mentality of some expenenced
teachers

It one informs teachers about haw many
kinds of influence measures there are, they
will have more strings to thetr bow and not
he <o worried 1t one should hreak  And 1f they
recognize the realistic possibilities and limita-
tions, they may be more able to «ay to stu-
dents, .as skilled teachers often do, *’I can't
make you do such-and-such but | can do thus-
and-so 7 It may be a great service to help a
teacher see the advantage of being this honest
with children—and to help him learn how
to he

One may help the teacher analyze speaific
<twations What 15 the highest prionty need
in this particular case? What kind ot efficacy
1s most important? What kinds of power does
the teacher have, and what kind 1« he using?
What does he do that increases or decreases
his power? Do the norms need revising? 1t s
an art to he honest with a nervous teacher
about such matters without making him more
Nervous

One may be able to help the teacher develop
new options or approaches Perhaps one can
suggest that he take more--ovr less—time in
class for governance matters Perhaps one
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merely needs to tell him to speak touder, or
to use the mmperative mood, or to do more
commending, praising, or 1gnoring  Perhaps
he needs to be taught how to teach hetter or
needs to be told to teach something different
Perhaps one can help him balance the etfort
he puts into remedial measures with more
effort on prophylactic ones  1f all goes well,
one can help the teacher develop an effective
style that 15 consistent with good protessional
practice vet sutts his own personality, a style
that can become, to a conuderable degree,
mtuitive  Principals have some special handi-
caps that go along with their helping role,
however, as well as some special resources

GIVING EMOTIONAL SUPPORT

Almost invariably, a principal v an emo-
tional threat to his or her teachers This s so
not only because he s their administrative
superordinate and  has tormal, bureaucratic
powers over them, but also, usually, because
he o1 she has many subtle powers over them
that may he eastly used or abused since teach-
g 15 a lonely protession, and since teachers
are usually as aware of the nearby presence
of the prinapal as they are of anyone else in
the building, many teachers depend emotion-
alty on therr principals’ personal  favor—no
one wants the teeling ot bemg n the dog-
house  This favor a principal may easily with-
hold or withdraw, perhaps unconsciously, but
nonetheless with effect

Principals have the power to do hittle things
that can make teachers” lives more comtort-
able or less <o, such as requinng the advance
filimg ol lesson plans, observing, «nticizing,
mntruding into teachers’ spheres, and obtamning
{or not obtaining) clencal services, supphes, or
funds that teachers want  Principals, usually

O
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pretty much on their own, make up teachers
assignments, including assignments to special
duties, and hand out prerogatives and small
privileges, like  permisston to leave  «chool
catly  They recommend to " their higher-ups
the renewal or nonrenewal of contracts, the
grooming ot certain teachers tor advancement,
or the transterring ot teachers to other schools,
preterred ones and less desirable ones

Finally, and often most important, prinapals
are i a posttion to back teachers up or not
back them up in anv conflicts they mav have
with studcnts, parents, or others  This 18 a
matter to which teachers attach great impor-
tance

How can prinapals, who themselves consti-
tute an emiotional threat to teachers, meet the
urgent need to relieve the emotional pressures
on teachers? They can do <o partly by keeping
hands otf, by avording anything that will
make teachers feel emotionally more insecure,
ashamed. embarrassed, or guilty, and partly
by giving  emotional support- -comphments,
praise and encouragement are among *he prin-
apal s most usetul tools Where tormal class-
room observation may make a situation worse
intormal stopping by to help can provide sup-
port  Patiently tolerating a lot ot disorder will
reheve the pressure when a teacher s wres-
thing with the problem ot keepig order, or
when the teacher still has to learn that he must
wredtle with it

One prmapal, having ordered an end to
corporal punishment and thereby  panicking
the teachers, simply nvited the teachers to
send therr behavior problems to the office
During a peniod i which the teachiers pro-
vided her with a lot ot businesss most of 1t
unnecessary—they developed new norms and
new comphance approaches  She had helped

r-«y
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Iooan ke b the dimteresoc o the it
P ol prenop e feache s carterence o ot
can ke phace casualiv o an antormad sething
pethiaps o e fuech ar ot leso Gor o the
Barcausatic emoaonment o!f the schoot oce
The tarmture and decor o the otice by the
wan o can eather advertee the prnagpml c <titas
and miake Bhim more cearsaome o uostors ar can
celcome vivtors as ol equals and help
them relay

Where proncgals themac loes are under pres-
sUre too put pressure i tiarn on tewashers <har-
mu this et sath the teachers may buld mu
alhy sympathetic Ceoreoan the s boat
techines

Bost ar all poorabh g prmcieal can help

vachers emotionatly by letting them get to
know him as a person He can come ogt trom
hohind the M 2 or Mo o thot title tor
frger meetimgs where tommal roles must be
plaved  Ponapais can ot teachers see them
wresthng with thenr own doubts thenr own
problems and ouctakes  They can disagree
argue and retreat openly banter with teachers
and students wear intormal dothes and in
general et gade then omaa! Satus g d relate
warmhb to people

One thing that proc pals honever well
frammed, cannot do ror teachers i thor owne
schools s to give them real pachotherapy An
admimstrative superordinate and his subor-
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dinate amph cannot estabhish the necessary
protessional-chent relationship

OTHER WAYS Or HELPING

There are other eltective swavs tor poncipals
10 help teachers
It may be that the prinapal hinast should

P—‘q
<
-

b OF ToT SO Tesoy e al e gt acher

estions

4 IYRENCU VRIS WERTE NORT sttt oy AT
thet hae e neen discussed This o one o mamy
feasens why poocpdc woald do sell to con-
sider ebtamng help trome other teadhers tor
teachers who need 1o ek ahogt ther con-
cerns In most school stare there s bardly any
copstructae Lteral comparication about pro-
tessional matters By raciitating and promot-
ing such communication o prncpal canoget
the tacult helpine one nother o evernvone «
prott

Because he has aerese 1o the tculty and
mevitabhy Jhas powwer over it g pincipat ivin a
good postion to mtuence teachers to reduce
therr precsure on colleagues  \When a well-
respected pinapal makes it dear that he wante
other teachers to give Me Jones or M Brown
a break, he s Bikely to get i win Princrpals
can alvo protect the teachers trom higher-ups

It o teacher who aeeds help s secure
enough the pninapal or a tellow teacher may
equep hrmeeit to provide better assistance by
vistung him i his dlasstoom o elsewhere in
the school when he s dealing with students
An observer can make notes mental or wntten,
on what the students do or don t do what the
teacher does or doesn’t do and how the stu-
dents respond Possibhy he can make an audio-
or a vdeotape ot what goes on which wall
attord the teacher valuable perepectine  Be-
cause they have access to the whole stati prin-
cpals are otten the best pecple to arrange ror
one teacher to vist another < dasses tor more
killed and better respected teachers to con-
duct inservice sesstons on a one to-one hasis
or i discussion o stady groaps tonmath or
mrormallh and tor the eculty 1o meet and
shate teelimgs and ideas o process that should
otten go on with an administiaton present

Where muontormation or NOOT communica-
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regular tunctions imvohe the statt in handling
this tund 'on as satistactonly as possible

2 Iy to arrange vour office sa that <ome-
one sent 1o see vou s not easth vistble to a
parserby or even, it this can be worked out,
to, other visitors to the ottice

3 Make the phvsaical setting tor confer-
ences as antormal and unthreatemng as pos-
able  Sitat a cottee table, perhaps Oiten it’s
best espeaath o the teacher oinduded in the
conterence, to mect in g fess imposing atmo-
sphere than the oftice posably outdoors o1
in the catetenia

1 Dontiny to give a troubled chitd psycho-
thorapy that goesany deeper than cwmpatheti-
cadly helpig him to think about whether his
behavior ov producing resulte that he really
nrnds satistacton and, 11 not what alternatives
B nupht Be able and might want to adopt

b vou are meeting dlone with a <tudent
whioo has been charsed with an ottense and
denes of hear him out Tet himy know that vou
B teason o suspect be < guide but that vou
e st open-minded  on the subjedt, ance
vachers and even princmals make mistakes
P o urderatand what he cave trom s pomnt
S vou would want vonr poation un-

et w0 o were chareed swaith an ottense
bt teacher and the chidd are onoon the
coatterence iy to o create the kimd of atmo-
Dheoe o aestodbm cach an apenmo Qatement
oo thee W e ot three OoF us gol a4 senous
e aed e e 1o rmd o solution that

Were

s bie peoste b moet ke we I s

Sk aned ot by i to e enybaody

ved Coeo e vame e ndhy o busioesdhike
e okt bt the chald and the teacher,
S dae peee the s approach to
o ety aitorae s and detendan

[t teocher or the dudent bhecomes

cieononal dhny calm Dot shovs vour teel-



mes be patient dont attack o detend, when
there s a moment ot calm, try to suggest some-
thing constructine

8 It the child s suspected or accused ot an
ottense that s not senous and there s a ques-
Lon about his gudt, vou may want to schedule
a conterence tor later and et him go hack to
his room It the charge s senous, vou may
want to keep him on e dor example, cooling
his heels 10 the office or ina study hall or
nme-out room. unti comething turther can be
done

9 It develops that the child has violated
a rule or requirement because he thinks it s
untan o stupid, ty to explain to him that no
matter what s mernts are, <o long as the rule
i ettect vou and the teacher have no chorce
but to «ee that 1t s obeved It there as any
mvite the student
to open up the question and tell him how to

case to be made agaimst

do <o
10 1t detimite that the student has com-
mitted an ottense, dont reproach mm tor

domg what he dad

but emphasize that vou
cant tolerate turther <uch hehavior Ak him
to come up with his owe plan tor avording a
repetition unless he wants vou 1o come up
with one

1T Be as open as vou possibly can about
the child v suggestions 1t he sugeesis that vou
pardon him don't rule out aiving it a iy, o he
sugdests domge away nght then and there with
the rale he broke or transterning hin to an
other class that quct nueht be the adeal wolu
hon o Speaitic wans of dedaling watk SOTTOUS
ottenss et be discossed ina lier chapter
1 Nakb e e

plan ot action acceptable 1o the chald

teal cttornt o come un with g
Itvou
can 't el biom o that neht or wrong thic s sim-
phvthe way it g come to have 1o be ot leadt

O NOW
-
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TALKING WITH A STUDENT ALONE

Talking with g student alone, whether 1t s
done by the princpal, a teacher, or possibly
an understandimg tellow student, may be on
the whole the most usetul single disciplinary
measure that can be taken  This section dis-
cusses some of the approaches Iikely to be
eftective n such a talk, whether 1t s a formal
conterence or a chat imhated casually by one
or another of the people mvolved  What 18
sard here s directed pnmanldy to prinapaly,
wit o should be helptul to teachers, too Much
ot it applies, too, to talking with <tudents in
groups, which 1< perhaps the second most
usetul approach to disciphne

it s through talking that most ot the proce-
dures that change dhildren s views of the atua
tions they contront can he put to work with
the greatest effect- teaching about possibibties,
pointing to tutute bencfite, stimulating hil-
dren to think, guasi-psychotherapy, and dis-
cusstons of nght and wrong  And, tor practical
reasons, these procedures are somewhat more
bkelv to tunction 1 a private talk than in a
aroup discussion

We often speak of “tatking to” a student by
whith we probably mean mornalizing, scoldmg
or repnmandmg  Whether or not they are <o
these kinds ot talk are verbal pun
The kind ot talk meant here s talk-
ing with the chald

mtended
ishmoents
in other wonds, two-way
dalogue

When a ponapal o teacher engages i a
dudent about a

dhalogue with a

hehay o

nyatter ol
he plavs two oles that ot 7a law
entorcer and that ot an cducator-helper who
has set asde hisauthonty tor the mt)\m*nl and
i tiving to help the student tgure out o wa
he can Inve watistactonhy in the world ot law

and order  Neither role e alwavs casy and
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because they tend to intertere with one an-
other, combiming them ss hard Yot <o tar as
the situation calls tor both roles, the <chool
ofticial must play both  If he retuses to play
the first, he s derehict in his governance duty,
it he refuses to play the second, he s abdicat-
ing his role as an educaor

Both pringipals and teachers are under <o
much more pressure to keep order than to
educate that the danger of taiing to meet
one’s governance ohligations v usually small
compared to the danger ot talling to bhe an
cducator-helper  Inany case, the double re-
sponshility requires one to gravitate back and
torth between the two roles

The success of a conterence depends heav-
il ot course, on honest communication from
child to punapal or teacher  Smce this can
take place onlv in the child’s own language,
the adult can get candid communication only
to the extent that he tolerates that language
Also, since communicagion will take place only
mnsotar as 1t rewarded, the adult can enhance
its quahity and quantity by showing an interedt
in, or appreciation ot, the whole communica-
ton, regardloss of s content This mav be
hard  One must put asde tor a tew minutes
one ~ teelings ot obligation to hrand evii as
oul and to teach what< night or wrong and,
mnstead appear to accept tully language, views,
or statements one might find repugnant

Comersely, communication will not happen
it am distress that the principal or teacher teels
about the content of the communication s
allowed 10 become too dlosely identitied with
the communmication 1tselt  The histener may
torestall this possibility by explicath commend-
e the act ot communicating tselt, while de-
plorg the content For istance, he can say,
1t vou teel that way, P awtully glad you told
me " or Well vou've got yourselt into a heck

. 8

ot a mess, haven’t you, but | adnure your cour-
age tor telling me about it ™ Or he can receive,
the communication impassively, hold back his
negative response, wait a tew hours hefore
responding to the content, and then begin by
aying, “I've heen thinking about what you
<atd to me this morning

It 15 always possible in a confidential talk
that communication wili go <o well that the
princpal or teacher learns some <ecrets the
child doesn’t expect to have passed on Such
a situation may arouse the law entorcer role.
To heep the conference fair and honest, there-
tore, 1t v a good 1dea, before the child gets
himeelf 1n too deep, to warn him which kinds
ot secrets the school offrcal 15 not at hiberty to
keep “Before you say any more, | <hould warn
you that if you tell me anything that has to do
with drugs, | can’t promise to keep it a secret”

It the <tudent 1s violently defiant or rude, 1t
1« most effective to show no anger but intimdte
that the matter will have to be dealt with later
1One may have to make <everal attempts be-
tore one gets a dialogue going. occasionally,
it's impossible for someone who 1sn’t a trained
therapist to do <o) When a student behaves
this way, it may help to keep reminding one-
selt that such bebavior v almost always a
defensive symptom of a person who 1< basi-
cally very trightened

To sum up, then, communication is likely to
work best when one manages to hsten with
the appearance of patience and <ympathy,
postponing all expression of disapproval or
<hock b

With communication working, the next re-
quirement ot an effective conference, .as has
heen suggested earlier, 1< that the prinapal or
teacher come to understand how the situation
or event looks from the student’s point of view
and how it feels to him A good test ot whether
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one has accomplished this 1« whether one can
say back to the student successtully “Then, as
you see it, things are this way “which i
harder than it sounds  Another test 1s to be
able to say to oneselt honestly that, 1t one were
in the student’s shoes, one might 1eel and do
the same as he

This sort of approach achieves two things
It tells the student that the principal or teacher
is interested 1n helping him, not in reproach-
ing, shaming, or humthating him  Thus, 1t
opens his mind to the questions, intormation,
or suggestions that the principal or teacher
advances And, because it teaches the adult
how the student sees the situation, 1t equips
him to choose the questions he might ask or
comments he might make that would modify
that perception and thus modify the student’s
hehavior

If the school ottical avords any temptation
to fall into the other error—seeming to excuse
unacceptable hehavior -he can communicate
to the student honestly what must be changed
about his behavior  Separating out the behav-
1or, which the prinapal or teacher of couree
rejects, trom the student himsell, whom he
accepts (“That certamnly was your worst side
that got the Weticr of vou, Stan, wasnt 112"
can strengthen the student’s selt-respect, that
ts, his beliet that there s nothing basically
wrong about him or his most tundamental
goals and that he has the ability to tind new
pursuing them  The student must
recognize this it he s to become telligently
selt-drrecting Making  the needed  changes
may be difticult tor him, especially 1t those
changes are major It will be most helptul o
the prinaipal r teacher makes it dlear that the
choice 1< not simply between continuing i his
old ways and strarghtenimg out all at once, he
has the alternative ot modityig his hehavior

ways  of
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hit by hit  The school official may have to
accept this last alternative tor 1t s probably
the best the student can do to improve It has
been shown to be very helpful, even with
hardened  delinquents, to ask each one to
make a small commitment and. when he has

“made it, to do what one can both to help him

keep 1t and to insist that he do so' This s
what 1t means to huwld self-disciphine  Since
the influence procedures involved are inclined
to be slow acting, it may take many confer-
ences, when these procedures produce eftects,
however, the effects are persistent

The best format for a conference depends
on the arcumstances  Most often the chile s
anxtous and tearful {or he 1s sullen and defiant,
which suggests that he i< fearfull, and he s
almost nvariably <o when the conterence s
with the principal  In these cases, as was sug-
gested above an intormal setting, even a
casual one, 1« Hikely to be the best Much good
work has been done in a seemingly offhand
way A princpal “happen<” to be standing near
the child on the playground, and atter talking
about what’s going on in the game they're
watching, he changes the subject with some
cuch remark as, “Say, by the wav, didn't Mr
jones tell me that you and he had a little
trouble the other day?”

An article in the National Flementary Prin-
apal some time ago gave some useful specifie
suggestions  almost a scenanio--tor a more
tormal, ~“svmpathetic, nonjudgmental, and ob-
jective  approach Among  the
were the tollowing

suggestions

the suding prnaple in conducting the inter
view should be the child s better than b
gt Hoas ital that the chald teel that 1t the
untortunate hehavior which s beig repn
manded  and not he as an mdhvidual

Throughout the mtengew  the inadent o mis

L\
(e
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hehavior should be viewed as o matual prob-
e to be sohved and worked out hetween the
voungster and the prinapat

Structure the ntenview <o the pupid can assume
some portion ot the responsitbility tor the con-
duct ot the interview  The pupil s participation
has two benetraal results 1t stimulates <elt-
evaluation and hinits negative reactions

The prinapal may present to the student
tor esploration possible alternate courses ot
action :

\With older stu lents who have Iived in tough
crrcumstances and have learned to be tough
themsehes, a very straighttonsard approach
may work hest, with the prinaipal or teacher
arguing back, even shauting back, just as the
students expect then best fniends to do

In the rare case that a studént s really
happy-go-tucky about the trouble he causes or
gets himselt mto 1t may take a tormal con-
stontation m the prinapal’s ottice with the
principal siting behind his desk and thg <tu-
dent standing, to yet across to him how serrous
the wituation has become But this prohably
won't work i its et s o great as tontimi
date the student

The question whether or not one should
explain to children the reasons tor the norms
and requirements th ey are asked to live up to
s otten argued  While il sometimes danger-
ous to do this with a large  restless group
coveral children may et the dea that there s
enoueh dissidence to warrant a revolution-

N

“a race-to-face talk with a wangle child, explamn-

mng can onh be benefiaal 1t the explamer 1s
ddear i bis mind about his own view ot the
requirement s purpose and < honest ahout at
with the child, the explanation atselt wall
almost certainty be ettective as an influence
measure 1 the explammer regards the require-
ment as unnecessary, he can try explaining the
rule rteelf Mr X, who made the rule, prob-
ablv thought 1t would help to " Or he can
v\pl‘nngvhy he has to entorce it ‘look, I'm
not saymg that this 1« & good rule, I'm saying
the «chool board made 1t, and | have to see
that you tollow 1t " Or he might change the
requirement then and there “OK, it you can
think o a way to straighten this out withéut
doing what e told you to do, 1t'll be fine
with me It the student comes up with Mon-
vinaing argument against the requirement, the
principal or teacher i< hikely to gain more than
he loses by gnang in “ OK, you're right,” he
can say  CThat's using your head  Forget what
! aard betore IS goodto have someone ke
vou around to straighten me out cometimes!”

NOTES

1owdliam Glasser  Schools Wathout Fadure New
York Harper and Row 14968

v Robert 1 Baldaui and Wilbo O Carthes,  When
lohnm 1o Sent to the Ottice Naborod Homeotan Prin-
cipal 3 cSovemhbier 196 5708 -



Dealing with
Major Offenses

In most elementary schools, serous oltenses
rarely occur But in amy school they may and
i some they are, unlortunately, common
Carrying weapons, extortien, thett, use ot hard
drugs, and arson are facts ot lite Serious prop
erty damage, sertous defiance or rudeness,
obscene language under come conditions, and
unauthorized teavin 1 ot the rtoom or the «chool
tall into the same category

The mam governance reason tor responding
10 a sertous ottense s 1o see that 1t comes to
an ond and s not repeated  In the case ot thett
or property damage, school authonties alsn
have an obligation 10 trv 1o atrange 1or resto-
ration or repatation  Usually such og@nses call
tor measures that are hugh in reliabhing, and
some call tor measuies that are gurck acting
Perastence ot ettect s degrable, but aos not
ot the highest prionty Paving o considerable
cost tor ettectneness s justitied and, depend-
mg parth on the scriousness ot the ottense,

4
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damaging wide ettects may have to be accepted
Here are some suggestions tor both teachers
and prinapals

1 When the ottense entails
danger dor example, brandishing a weapon),
move tast to end it getting help o 11 seems
usetul

2 Ina case ot theit, put o high priority on
getting the stolen object out ot the thiet
hands- even at the cost ot not identiiving him

continumg

b tgnore or ovetlook a senous oftense only
rarely, and only 1t you decide that on balance
its hest tormstance, tf vou ¢an t hgure out a
way 10 solve a cnme or it vou te wailling tor the
norm that has been violated to becagne a less
important one

4 1t vou dont
ottense, dont accuse amone untl you have

know who committed an

evidence bevond a reasonable doubt that he's
gulty ot 1t remember that you re not only an




ERIC

Aruitoxt provided by Eic:

s

£

imestigator but also, ven hikely  judge and
jury

5 Colledt evidence by wubtle nonaccusing
questions when vou can

6 Never encourage one student to tell on
another except when there s danger ot injury
or when the rale 1< one that <cudents them-
selves have mdituted o, by aocerely ratitving
i, have made their own

Tosolve o crnime it vou can, but remember,
vou don’t have to Lot of school oftenses go
unsohed vet lite goes on

8 When the dassroom or «chool commu
nity will protit trom an ottender admitting to
vou that he comnutted the ottense, invite, en-
courage, or exen urge him to do so and then
reward him o Don t extort contessions tor the
purpose ot justitving a punlshmvn! ur tor use
in @ court ot law  they re madmisable

9 1t a child <«eems to have challenged vou
v obeying only i part focus attention on
what he has done, commend him tor it exphc-
th or implicithy, and make 1t rewarding tor
himy, avord making a big veue out o1 what he
St hasn't done 1t vou have techings about
disrespect tor vour authonty, keep them hid-
den In o that wav vou will probablv tind ot
aster to get him 1o do the other part o1 vou
mav hind vou can settle tor the part he's
AMready cone

6 h \m‘m-lhm‘s; a chitd does, such o< hait-
iy someone or spoifing, somethime beautitul,
angers vorn et vour anger show bat keep ot
trom turnimg imnto personal anger or vindictne
ness dirccted aganst liom o Play vour authonta
That s a temble thing to do,
Many We st can't have that

11 Remember that vou don t have to com

tve 1ole coolly

plete the process ot dealing with an otfense
right awav  Otten ats bedt to deloy keeping
the inadent alne o the ottender < mind by

5y
o

making an appointment tor a conterence later,
tor exanmpled but allowing vourselt time and
leisure to think things over quictlv and per-
haps 1o get advice

12 Use privale conterences as vour basic
tool tor dealing with senous ottenses, confer
over and aver again, don’t give up

13 1t a whole group has been somehow
involved 1in an offense or has been attected by
it, talk with the group about it, draw out thewr
teelings, share yours with them, and engage
them as tar as possihle in the resultant plan-
ning and action

14 Do almost anything you can to avoid
deading to punish a child  1f you feel you
have to give in on thic, <how that you do so
reluctantly 1 hate to pumsh you tor this
‘Can you think ot any other wav | can help
“How about our held-
ing ott and cecing 1t vou can 2"

15 it the norm involved 1~ an important
one and vou think you can show the offender
and the other studentst how impaortant 1t s
only by pumishing him, do <o Make the pun-
rhment tedhous rather than paintul, and fairly
hort-lived The bedt punishments are probably
the withdrawal ot privileges and the assign-
ment of temporary, uretul chores that ¢an be
pertormed in private (Think ot recess and
extracurricular activities not as |)r|\|l¢‘g(w but

vou to remember -

as nghts vou shouldnt intringe on

16 Never hat o child except when he's n
the nuddle ot hitting someone else and hitting
him s the onhv wav to stop him rwhich s
almost neven

17 Conadar the posabilitv that the best
measure is 1o do nothing  or perthaps merely
to-let the ottender know that vou are aware
ot the ottense and perhaps that vou know who
committed 1t

18 it there ate exphat regulations as to



what vou re supposed 1o do, obey them un
less yvou re absolutely comvinced vou must do
otherwise and are withing te tace any posaible
consequences

19 Send o student to o cudance counselor
only 1t the counselor tunctions as an assstant
administrator or a disciplinanan 1t he tunc-
tions a« a therapeutic counselor, do o more
than invite or possibhy urge the student to go
to the counselor on his own

20 Atter any senous inadent ot down a
private, confidential, anecdotal record ot what
happened and what vou did et the student
concerned know what vou put into it

21 Inaverv cenous or dangerous case con-
ader o nonpunitive suspension, which means
asking the ottender 1o so home or <endimg him
home tor the rest ot the dayv o1 1or two or three
days, 1t this s permisaible

22 Ina case so sepous that o veterral out-
ade the school seems advisable make such g
reterral only with the knowledee and consent
ot the student s parents

When a veny vrave disaplinan ottense has
occurred, o when o senous danger threatens
that school personnel do not teel sere they
can handie o princ pal may have 1o call the
[)("I(f‘ in one ity at feast 20 percent ot the
calls to the <chool police unit come trom ele-
mentany <«chools smany ot them mvolving 1n-
There

s hittle reason to imaolve the ;)()h(c- th cases

truders, 10 be sure rather than studento

ot minor violations ot the faw on the part of
thett,
ordimary tights, and the ke can almose always
he  dealt more satistactonly by
authorities

Because ot the pacholowicaliy

studente olated  eprcodes ot petiy

with «chool
distuptive
ettect 0f a controntation between a policeman
and an elemeatany ~chool suspect, such a con-

’~
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rrontation should be avorded dunng «chool
urgent
For the same reason, some school people be-

hours unless the matter 18 extremely

Ileve that whenever policemen come to an
clementary school, they should 1t posable b
out of unitorm  Depending on the atuation,
this mav he debatable It may be that when o
policeman comes to the school, the children
are entitled to know 1t and to have a chance
to discuss the event and 1ts imphcations with
one another, with teachers, with the prinaipal,
and perhaps with the policeman himselt How-
ever. barrng a catastrophic emergenay when
policemen are in a school, the principal should
keep the control of the school in his own
hands If the situation s senous, he might do
well to get authonization to send the children
home As long as a police ofticer 1< the
school building a school person <hould ac-
company him--particularly while he conducts
any search or interrogation or makes an arrest

Although the law on the subject o, chool
children's rights duning police investigations s
tar tfrom crystalhized, students are entitled to
the same legal protection, up to a point, as
older atizens'!

Speaialists seem 1o auree that school person-
nel should not turn contidential <chool vecords
over to the police or allow the police to exam-
me them without a valid subpoena or agned
mnstriuctions to that eftect trom the child’s par-
While a prinapal himeelt has the right
to search pockets, purses, or locker< when he

enis

has speafic reason o suspect scomethimg s out
ot order, he would be wise 1o retuse to dallow
a pohiceman to conduct amy «earch without a
proper search warrant

It there are reasons tor o policeman tainter-
view students during the <chool day to gather
ovidence, this may be done  Their parents
<hould, ot course, be intormed a< woon as

q




possible

The principal should be present at
anv interview, should make notes, and <hould
prevent any brow-beating 1t the <udent to
be questioned 18 a suspect, or hecomes one,
the: prinapat should retuse permisston tor an
interrogation on «<chool premises and <hould
contact the parents as «oon as possinle  Be-
cause the student has the right not to mcrimi-
nate himself, the outcome of any interrogation,
carried out by the principal himeelt i< inadmis-
<able i court as evidence

in dealing with major ottenses, one ot the
tashs the principal must accomplish s to deaide
which oftences he and his taculty will handle
and which oftences are beyond their scope
in the past, <chooi people trequently  have
attempted to solve problems bheyond therr

~
4
Y

competence  For example, teachers and prin-
cipals are not law entorcement ofticials Neither
are they generally prepared to deal with chil-
dren s deep emotional problems  In develop-
ing procedures for dealing with major offenses,
then, school personnel should make some de-
cistons regarding which problems require out-
side assistance in some form  Attempting to
<olve problems one 1< not equipped to deal
with 15 not only unwise, but it can make the
problems worse

£

NOTE

TooSee Willlam G Buss, Tegal Aspects of Crime [nves-
tication i the Public Schools, No 4 i the NOLPE
NMonograph Series (Topeka  National Organmization on
Lewal Problems ot Fducation, 1971
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Toward o
Governance Program

A governance program begins and ends with
human beings  Its success depends on how
the people who admmister the program - stu-
dents, teachers, and principal-—-percene each
other It there 1« mutual trust and respect
among all the people in the school, the govern-
ance program has every chance ot achieving
its objectives  If trust and respeet are absent,
dudent governance will be o constant uphill
struggle

Children come to the elementary «chool
trom vanous backgrounds and  expeniences
They will have a variety ot needs and degres,
wome common, marny ditferent Thev will ex-
hibit a potpourn of sizes, shapes, and hues
They are, 1n a sense, the givens in the elemen-
tary school 1t 1< the task ot the protessional
to work with the puptls at whatever stage of
development they mught be, to lop the
kind of atmosphere that will lead to a sound,
eftechive governance program

e
D

ERI!

Aruitoxt provided by Eic:

It 1s the responsibility of the protessional to
establish a school climate hased upon trust and
respect tor each human being 1n the school
This cannot be done through tricks or the
learning of techniques, except at a very super-
ficial, and eveniually <elf-defeating, level A
wiccessful governance program, then, begins
first with a school statf who sincerely believes
in people as human beings, who, it you will
genumnely ke kids  Not every teacher or prin-
“apal employed inelementary schools today
meets this test  Such persans, wherever they
may be, are weak links in the governance of
pupils  They are the people who are constantlv
seeking new tricks to control children or who
o eastly fall mto authoritanan patterns ot be-
havior and seek to master kids

Respecting and canng tor children as human
herngs does not mean a syrupv, permissive kind
of «hool atmosphere in which  everything
goes, and usually does When one genuinely
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cares tor a human bemg, he wants 1o see him
grow and to achieve all that he can This means
one has to guide that person, even to correct
him when he s wrong  But one suides and
corrects always with the knowledge and under-
standing that the other person s just that, a
person, who has the inherent dignity ot a
human being and to whom one owes respect,
regardless of the immediate <ituation

The prinapal, and to some extent, all the
teachers in the school, must seek colleagues
whao exhibit behaviorallv the characteristics ot
people who ke and want to work with kids
A protessional staff who are interested in all
children, both the good and the troublesome
and who are sensitive to children’s basc needs,
regardless ot therr backgrounds, can provide an
imvaluable underpinnimg tor the governance
Program

A second conaderation i the governance
program 15 the legal toundation The majority
ot court deasions in this area have dealt with
case ~ i colleges and cecondarny schools How
ever the prinaiples lad down by the courts in
those cases also apply to elementary schools
Fvery prinapal should be aware ot the sigoti-
cant court decmtons dealine sweth pupil gov-
ernance

Understandably, schoaol perconnel o recent
vears have become concerned over the num-
ber ot court coses that students have won
apparently at the expense ot the schools An
objective analvas ot those legal deaiaons
woutdd reveal that i manyv imstances schools
were oxtremely valnerable on the kinds ot
rules they were altempting to entorce and the
processes they were using 1o carrny out the
rules  School personnel should not tear re
versal mocourt <o dong as they tollow two
basic prncples The st s that evenvone s

fhot s cach
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entitled to due process ot law

person, regardless of circumstances, 18 entitled
to fair play Due process 1s not a static con-
cept, 1t vanies with specific conditions Expul-
slon requires an elaborate procedure, a mild
punishment for a minor oftense does not The
point to remember, the question to he asked
in each case s, has the child been treated tairly?

A second principle 1s that underlying every
rule should be a rationale related to the edu-
cational process No one would argue that
point  Sull, schools have lost a significant num-
her ot court cases precisely because they could
not respond to the question “why” when a
rule was challenged  Courts, always reluctant
to intertere with school authoriues, have not
overturned school rules when there was a logi-
cal hauis tor themn This implies fewer rules, but
rules that are really necessary It also suggests
a governance program easier to administer,

A third aspect of a governance program s
the role of the prinapal  As suggested i an
earlier chapter, the prinapal s a wgnificant
ngure i establishing the climate ot the school
The prinapal’s attitude and, more impoitant,
his behavior, will ave a great deal to do not
only with the structure ot the governance pro-
gram, bhut also 1ts eftectiveness How the prin-
cipal himselt conducts his refationships wath
taculty, voungsters, and parents will have an
impact on the school’s atmosphere An admin-
istrator cannot realistically mpose a demo-
cralic governance program Neither can he
expect one to develop i e hehaves moan
authortarian manner  In other words, a prin-
cipal can only expect what he himselt s willing
to accept as a part ot his own leadership style,
cxpressed in hehavioral terms

Fourth 1t perhaps s axviomatic to state again
that students can plav a signiticant role
Neverthe-
lese, it as well worth repeating that today’s

developimg a governance program




youngster's are much more abie than vester-
day’s to assume responabilities in thic area |t
1s the school’s task to provide children with
those responsibilities commensurate with their
matunty, always striving to encourage students
to accept more  The mote students are able
to govern themselves, the less adults have to
impose order
Parents, 1oo, have a part to plav in the gov-
ernance program Schools need to communi-
cate with parents 1n a variety of ways, and
beyond traditional means, such as PTA meet-
ings, in order to inform parents ot the purposes
of the governance program  Parents advice
and desires also can be used in the develop-
ment ol the program In a real senee, the
vschool can move only as tar as its patrons
understand and support 1ts practices
Finally, in an etteclive elementary school dis-
aphine program that tully respects children’s
interests and rights, the prinapal and the teach-
ers—with the help of the students, the parents
and others  establish rules tor behavior on the
basis of objective governance and educational
constderations, taking into account, however,
the extent ot the statf’c and the dhldren's
readiness
The prinapal and the teachers are not up-
tight about order and quiet, but aim tor the
objectively optimum ratios ot treedom to order
and noice to quiet While the governance pro
gram s reahstic tor the students as they are,
the school 1s alwavs stiiving hard toward more
liheral requirements 1ot each individual stu-
dent, up to the pomt where onlv absolutely
necessary rules remain The <chool v always
pushing tor greater mvolvement ot the student
with other students as a group in the <chool's
governance, both m setting instramental rules
and recquirements and selecting and taking
measures tor producng comphance

7
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Everyone in the school knows the existing
rules and expectations and their refative impor-
tance, and the prinapal and the teachers work
stubbornly to bring about complance with
every rule The students are attorded substantial
and continual opportunity in dlass meetings
committees, councils, and the Tihe to deter-
mine their own conduct, indnadualiv in seme
matters and collechvelv in others Threats and
punishments are seldom used, and when they
are, they are of such a nature that thev dont
deeply engage the emotions ot cither the pun
isher or the student

The principal keeps the somewhat contra-
diciory roles he plays in proper balance Asva
broker in1ideas and communications, he works
to get all members of the school engaged in a
more or less continuous dialogue about the
students” hehavior, about how limits on that
behavior can be broached, and about how stu-
dents can come to hbe more tully involved in
regulating their own behavicr, erther as tree
individuals or as members ot selt-governing
gioups  He does this regardiess ot how good
or bad the discpline in the school appears 1o
he

The prinaipal and the teachers tny to be as
open as possible with students, and the prin-
aipal 1< ac open as possible with the teachers
about therr personal views, brases doubts and
hang-ups  The whole «chool eXpenence s as
engaging  challenging rewarding and  eso-
butlding as possible tor both <tudents and
teachers

The prnnapal and the teachers enore ar
cumvent recist or overrale presaares or linnta
tions put on the school by the supernmtendent
or the community that threaten either to o
tringe on the students nights o1 1o restrict un
duly treedom or their opportemity to learn At
the same time, they try to educate those out
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. Appendix B
L Cuggested List of Important
Flermental Norms for
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a Public Elementary Schoo!
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Appendix C:
A List of Basic
INfluence Procedures

Procedur s thas work primaniy through

changrs e obaectine physical cr ool ous student to the tloor
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Aftering the stuation <o that the cost

dent by force e g pinming a tur-

U RTNTIITI to the <tudent of eneaame ma hehay -
linw'; ror will be Tower or higher
o Pooso that engaune n the
Chane e st an th wb be caster o harder
[ RN A L LA LTINS A | A N

Y

heduvior

tor b
vonoottere st Bedp o student piek
Opteairs e o et thy shopde et

ppoa e

s sapposed to ok
IS EAE S 150 S UARSSA IS AN
o '

, something one
doese t want the ~tadent 1o plas
Clowean 1] :

P AV RS S B VR S U

! aatung COy e e
‘ 1
o coan e o g bhehoavior wadl b

Coor MGt unnhe ot Yo et
v encon oany other Shidents
teochogy o concest thaa disanp
et oo soarethine yony don s

O A S LA o st to do
Nhepno the sinaton o th the  nat
ot henett toon

e

Sthident ot e

ERI!

Aruitoxt provided by Eic:




O

ERIC

Aruitoxt provided by Eic:

ing in a behavior will be higher or
lower (e g, confiscating + ball so that
running around will be less tun, insti-
tuting a  student  government  that
makes coming to schoal more appeal-
ng)

Procedures that work more directly 1o
produce a psychological change n the
<tudent himselt

A

Doing something to get the student’s
physioiogical condition changed te g,
opening a window  giving 3 student
his prescribed pi)
Teaching the student new competen-
aes (e g, showing him how to walk
away trom a fight)
Changing the student’s emotional die-
posiions through a psychotherapeutic
technique (e g, letting a student talk
through his anger or trustration about
a situation’
Changing what the student belicves is
true about the atuation he taces
1 Changing what he believes about
what's posable tor him to do
4 Gaving him  intormation (¢ e,
intarmation suggesting that try-
ing to avord  domg what s
santed s tutile intormation
that he can get his schedule
changed <o he can go home
with his friend without cutting
a clase
b Stimulating im o think e g,
inviting a girlb who threatens to
beat up another gl to consider
whether <he really can
2 Changing what he belieyos about

the costs various wavs of Lehaving
L)
« . o

will have In effort and unwanted
consequences

Giving him intormation in such

ways as

I Prophesying that the costs of
the unwanted behavior won't
be high (e g, telling him that
he can obey a rule without
sacrificing his self-respect)

n Promising to do something
to keep the cost of the
wanted behavior low (e.g.,
promising to save a seat at
lunch for a student who 1s
supposed to stay behind and
clean up)

m Cautioning that the “"natural”
consequences of the un-
wanted behavior may be un-
pleasant (e g, pointing out
that fighting usually leads to
trouble)

n Threatening to do something
to make the consequences of
the unwanted behavior un-
pleasant
M Threatening in words
{e g, <aying, "Much more
of that and | may have to
heep vou after school”)

21 Appearing to threaten
e g, glanng or making a
show of force by kicking
a wastebasket)

13 Pumiskung unwanted be-
havior when 1t occurs as
a sample of what one
may continue or repeat
{e g, repnmanding, re-
proaching. mposing for-
mal punishment)




b Stimulating the <tudent to think
through tor himselt the possible
costs ot different ways of be-
having (e g, engaging him in a
nondirective or reality-therapy
conference or group discussion)

3 Changing what he believes about
the benefits to be gained' by vart-
ous ways of behaving
a  Giving him tntormation in such

ways as

1 Pominting out benefits to be
gained fe g, saying, ‘If we
can all get settled now,
there’tl be time atterwards tov

", providing an example

of enjoyment ot benefits)

i Promising or bargaining to
do something to make the
consequences pleasant
(1 Promising or bargaining

in words (eg, "l you
show vou can do a good
job on thiv 1l let you
decide ™

(2} Appearing to promise re-
wards by making clear
one’s power and one's
general disposition to re
ward te g, smuling doing
tavors, turning one’s back
to show trusti

13 Rewarding  wanted  be-
havior when 1t occurs-
as a sample ot what may
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he repeated (e g, prais-
ing, complimenting, pay-
g off with tangible hen-
efits or more responsital-
ity)

m Cautioning the student that
the benefits ot an unwanted
hehavior he's weighing will be
low (eg. teling a student,
“It you do cut diass, 1t won't
be any fun, because there's
nothing to do™I

v Threatening to do something
to prevent the consequences
of the unwanted behavior
trom being pleasant (e g, es-
tablishing a precedent tor the
restitution of stolen property,
telling a student, * A< long as
you keep doing this, 1 won’t
tell you )

Stimulating the student to think
through and weigh tor himselt
the possible benefits o1 diffe;-
ent wavs of behaving e g en-
gaging him in a nondirective or
reality-therapy  conterence  or
group discussion)

Changing the student’s heliete about
nght and wrong e ¢, conducting o
group
moral valuess

diccussion ot the pature ot

Quasi-procedure  takig no aciion te g,

warting tor a class to settie down to work
by itselt

[ 2l 4
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